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Something needs to change. Building owners will have to accept 
that effective energy conservation in their buildings is part of their 
professional responsibility. Every day, we still waste far too much 
energy on unnecessary lighting, cooling systems being used while 
the heating is still on and buildings that were never properly 
insulated in the first place.

Despite posing a considerable challenge to building owners, 
entrepreneurs, end users, housing corporations and hospital 
directors, the effort to organise effective energy conservation is 
absolutely crucial. This will require a transitional period, as 
commissioning parties become more aware of the low-hanging 
(and, in some cases, somewhat more difficult to reach) fruit to be 
picked when it comes to energy conservation.

Contracting parties and suppliers, such as installation engineers, 
contractors, energy consultants and project leaders, will also have 
to provide accountability in this regard by delivering on their 
promises, taking responsibility for the operating phase and 
considering alternative business models. Energy conservation needs 
to become a genuine profession: in addition to the necessary 
professionalism, the ability to communicate effectively with 
commissioning parties represents another key competency that will 
have to be further developed.

So far for the ‘difficult’ message. There is also good news:

Good news
Collaborating on energy conservation is fun, and energy efficiency 
pays for itself while helping to build a better world.

You can take various approaches to energy conservation. As a 
building owner, you can opt to purchase all your own systems, 
insulation and lighting, install them yourself or have a third party 
do so and hope they actually save energy. If you want a greater 
degree of certainty than the guarantees on the product boxes, you 
could also consider a solution that emphasises performance instead 
of technology. The energy services are then recorded in an energy 
performance contract.

“Energy performance contracts establish guaranteed energy 
performance levels, whereby both the commissioning party and 
contractor have specific responsibilities.” 

The point is: energy performance contracts require a different form 
of collaboration that enable the parties to efficiently organise and 
realise energy conservation measures.
Collaboration requires a different set of competences: transparency, 
trust, communication and verification.

Europe
Energy services have been promoted by the EU since 2006 and have 
been incorporated into the Energy Service Directive and the Energy 
Efficiency Directive¹. The national government is responsible for 
providing the parties involved with clear information on energy 
services. 
In the period since 2006, the RVO has worked to develop example 
contracts, practical examples, white papers and guidelines in 
collaboration with the Sustainable Housing Platform (Platform 
Duurzame Huisvesting) of the Dutch energy service companies 
network, ESCoNetwerk.

Nine fantastic inspirational examples
The RVO interviewed commissioning parties, contractors and end 
users at a total of nine projects and described their successes and 
challenges.
The interviewees open-heartedly explain why they opted for an 
energy performance contract and describe the resulting benefits. 

Contractors:
•  Ruud Schreuder (Engie): “You should always set aside a period to 

verify your assumptions and determine which guaranteed 
performances are actually realistic.” About the WTC Schiphol project.

  Employees need to acquire a great deal of knowledge on energy 
management, which is why energy experts have been coaching 
the parties involved.

•  Jeroen Nollet (ESCoPlan): “We’re using a basic standardised 
method that makes it possible to determine the school’s current 
condition”. This example concerns the Mytyl School in Venlo.

  Ger Kempen: “You need to develop an integrated approach to the 
building on the basis of the energy triad. An assessment that 
includes the building shell will result in a totally different 
business case, whereby solutions such as a geothermal heating 
system or heat pump could suddenly become viable.”

•  Jan-Maarten Elias (Unica Ecopower) prefers to refer to the 
contract binding the various partners in the De Hallen project as a 
cooperation agreement. Success depends on soft skills, or people 
skills. Commissioning parties should ideally avoid focusing on 
the technical details and devote their attention to functionalities, 
planning schedules, the overall process, compliance with 
deadlines and cooperation.

•  Jorrit Oversteeg (Strukton Workspere): “An effective performance-
based contract will ensure that the various interests are all 
focused on the same objective: an optimally performing, 
comfortable, safe and sustainable building.”

  “In addition to the end product, the entire process has been 
specified” (on key communications at the Van Gogh Museum). 

  “Negotiation rounds should be a standard component of every 
contract.

Introduction

1 http://eur-lex.europa.eu/legal-content/NL/TXT/HTML/?uri=CELEX:32012L0027&from=EN 

http://eur-lex.europa.eu/legal-content/EN/TXT/HTML/?uri=CELEX:32012L0027&from=EN
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•  Jan van Hout (Ovvia): “Performance-based contracts require a 
totally different invitation to tender procedure. Although they set 
out functional requirements, the contractor is free to come up 
with all the necessary technical solutions.” 

  “Municipal projects require the integration of two dominant 
narratives: finance and technology. If you can achieve that, you’ll 
have far greater chances of achieving a successful outcome.”

  “Integrated solutions based around the energy triad can yield 
savings of up to 80%.”

Commissioning parties:
•  Laura Schutte (Erasmus University Rotterdam): “You need to 

clearly define your objectives in advance, so you know what to 
expect from contractors.” 

  “We consciously opted for a two-year implementation period.”
  We also organised a workshop with Engie engineers and technical 

staff from EUR to offer the parties an opportunity to get to know 
one another.

  Tip: involve the market more intensively during the tendering 
phase.

•  Gert-Jan de Looze (Municipality of Rotterdam): “Dialogue is 
crucial when you’re working on the basis of functional 
specifications” - competition-oriented dialogue tends to offer the 
best solution. 

  “Most importantly, you need to make sure your information is 
accurate and complete.” 

  “An ESCo is an ideal solution for the municipality: once the 
contract has been concluded, it basically doesn’t require any 
more effort on our part”.

•  Bert Horst (fund manager at GrESCo): The Municipality of 
Groningen has abandoned the traditional services structure and 
centralised its shared services. 

  We approach major maintenance, renovation and new 
construction projects from an integrated perspective: in addition 
to energy consumption, we also factor in maintenance and 
management and – where possible – usage and other aspects.

•  Emiel Link (director of De Regenboog primary school): “This 
performance-based contract allowed us to hedge specific risks.” 

  “The people at Ovvia are willing to put themselves in a vulnerable 
position and are highly driven to achieve the agreed performance 
levels. They really give me the sense they’re on my side.”

•  René Leeuw (contract manager at the Central Government Real 
Estate Agency): “The focus is no longer on technology. Results are 
key. This requires a different approach in a maintenance and 
management environment that is still dominated by technology.”

  “’Cut, copy, paste’ simply won’t work in this case. It’s not just about 
understanding, it’s about ‘getting it’. You need practical experience 
to truly grasp something, so there’s a difference there.”

•  Ben van der Stoop (building manager at Van Gogh Museum): 
“You’ll have to adjust your working methods at every thinkable 
level, from blue to white collar staff. That means broad support 
within the organisation is crucial. This pilot project was a 
learning experience for everybody. The process requires open 
dialogue, courses, the ability to cope with resistance and a focus 
on change management.”

The recommendations include:
•  Take an integrated approach to the entire building.
•  Gather sufficient knowledge about the building and its energy bills.
•  Take the time for the tendering procedure and associated 

dialogue.
• Organise consultations at every level during the operating phase.
•  View the tendering process and the start of the operating phase as 

a change process.
• Keep the contract flexible, especially during the initial phases.
• Standardise where possible.

Energy performance contracts offer an effective way of achieving 
and ensuring energy conservation. 

Selina Roskam
RVO.nl
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1  Smart maintenance leads to value 
creation

WTC Schiphol needed a new maintenance contract and took 
the opportunity of making its maintenance and related 
management activities more sustainable. The starting point of 
the performance contract is that smart maintenance is not a 
cost item, but actually leads to the creation of value. Energy 
consumption has been significantly reduced by improving the 
performance of existing equipment. An important condition 
in this respect is high levels of comfort for users. 

Outstanding office space in leading market sector
WTC Schiphol Airport is one of the most exclusive office buildings 
in the Netherlands and has a direct and covered connection with the 
airport terminal, Schiphol Plaza, and the railway station. There are 
businesses based in the WTC that are active in the financial services 
and aviation sectors, and those that have their international head 
offices there. World Trade Center Schiphol Airport is a joint 
investment involving Schiphol Real Estate, the real estate subsidiary 
of Schiphol Group, and the CBRE Dutch Office Fund, a non-listed 
real estate fund of CBRE Global Investors.

First contract in the Netherlands in accordance with 
ISSO (knowledge institute for installation technology) 
‘sustainable management and maintenance’

WTC Schiphol put its new maintenance contract out to tender. It 
was awarded to Cofely, the company that has been monitoring, 
managing, and maintaining the installations since 2014, with the 
aim of generating energy and efficiency savings without making any 
concessions in terms of comfort. It is the first maintenance contract 
in the Netherlands that is in accordance with the standards 
contained in the ISSO ‘Duurzaam Beheer en Onderhoud’ 
(‘sustainable management and maintenance’) series of 
publications. In concluding the maintenance contract, WTC 
Schiphol Airport was advised and assisted by Halmos Adviseurs. For 
WTC Schiphol, the maintenance contract is a way of setting out its 
sustainability ambitions in concrete terms. 

Sound solutions take time and consultation 
What were the main obstacles to this 
project? Arie Kraaijenoord answers, “We 
wanted a flexible contract that challenged each of 
the parties. We believe sustainable maintenance to 
be important, because it is of value to our tenants 
as well as to both owners. It is difficult to 
formulate performance requirements in terms of 

guaranteed savings and comfort. You have to take the time to discuss these 
matters in order to arrive at the right solution. We have succeeded in doing that. 
Both for us as the commissioning party and for the contractor, the project was a 
pilot scheme. After deciding on Cofely, it took us a year to jointly define the 
project. It was only when everything was clear that the contract was signed. 
That way, you avoid coming up against unpleasant surprises later on.”

Ed Rooijakkers adds, “The contract contains 
goals that could run counter to each other: energy 
savings and comfort. That is a challenge. For that 
reason, both our goals are being monitored 
separately with the help of the ‘retro 
commissioning’ method, and that is working very 
well.” 

Mutual trust is a strong basis
Ruud Schreuder says, “Mutual trust is crucial for energy performance 
contracts. Fortunately, the parties already knew each other well from the 
previous maintenance contract for WTC Schiphol Airport, so the trust was 
already there. It is also important that you have a clear understanding of each 
other’s risks. That kind of understanding is gained through bilateral 
negotiations. And that means you have to take the time to hold them. You should 
not set everything in stone straight away - that is asking for trouble. Always 
allow time to test assumptions and to investigate which guaranteed performance 
aspects are realistic. That way, you can avoid legal tangles later on.”

Measuring methods should preferably be standardised
How are the various energy performance 
aspects guaranteed? 
Jan Ewout Scholten replies, “The annex to the 
contract describes the method, as well as the most 
important preconditions and parameters. At the 
start of the project, we set down the baseline for 
energy consumption. At the end of the first year, we 
measured the performance line. That way, we were 

able to determine the performance. We also produce monthly reports on the 
energy consumption and the level of comfort. Because of the complexity of the 
energy annexes to the contract, it was crucial that experts were involved. Working 
with a standardised and accepted method would make this process much easier. 
That is a lesson for projects in the future.”

Performance contracts require a different type of 
expertise and organisation

Welke lessen hebben jullie nog meer geleerd? Ruud Schreuder: 
What other lessons have you learned? Ruud Schreuder replies, “It is important 
that the employees have a thorough knowledge of energy management and 
monitoring. That is why we devised an implementation plan and training course 
specially for this project. The employees involved also receive coaching from 
experts. We developed specific methods for measuring the energy consumption, 
the comfort level, the saving, and the performance of the installations. We also 
developed special software tools for this project. Because the required level of 
knowledge and skills for this type of project is higher than is the case with 
conventional projects, a different organisational structure was needed as well. 
The emphasis usually lies on account management and project management 
carried out by less qualified employees, but now, support specialists are needed 
for the project management and employees have to adhere to strict new 
maintenance regulations. We have altered the descriptions of the various tasks 
and the organisational structure for the project accordingly. So even after the 
start, it is certainly not ‘business as usual’. But the result speaks for itself!”
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Project details
Name: WTC Schiphol

Place: Schiphol, Haarlemmermeer

Building: Offices

Sector: Commercial real estate

Type:  Sustainability, management and maintenance

Date of completion:  2014

Based on an evaluation carried out by ECN in the context of the Transparense project. 
Those taking part were Arie Kraaijenoord (Technical Property Manager, World Trade 
Center Schiphol Airport), Ed Rooijakkers (Halmos Adviseurs), Jan Ewout Scholten 
(Business Development, Cofely) and Ruud Schreuder (Serviceleider Utiliteit, Cofely). 

Performance contract - involved parties
Commissioning party: World Trade Center Schiphol Airport

Contractor: Cofely

Financier: Geen investeringen, bestaande installaties

Advisor: Halmos Adviseurs

Features of the performance contract

To what components does the performance 
contract relate?

Sustainability and maintenance. The extra maintenance costs are paid for from the 
guaranteed energy savings. 
- Energy
- Comfort
- Maintenance and management of all installations 

Envisaged annual savings: 15% energy savings every year compared to the year preceding the contract. Reduction in 
CO₂ emissions of 8%. Guaranteed cost savings of 100,000 euros per year, achieved: 
120,000 per year

Value of contract: Not published

Contract duration: five years

Technical details: Saving potential determined using the Energy Navigator

Contact details for more information
Company: Halmos Adviseurs Cofely

Name: Ed Rooijakkers Jan Ewout Scholten (Business Development 
& Innovation)

Telephone number: +31 (0)6 653167175 +31 (0)6 19295018

E-mail address: er@halmos.nl janewout.scholten@engie.com

Website: www.halmos.nl www.engie.nl
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2 Satisfied customers and users 

Erasmus University Rotterdam (EUR) has big ambitions. These 
concern not just academic ambitions - the university is also 
aiming to develop one of the most sustainable campuses in the 
Netherlands. High levels of satisfaction among its users are 
one priority. To achieve this, EUR is expanding into a directio-
nal organisation that makes the best-possible use of market 
expertise. A logical step was to put technical maintenance and 
management out to tender in 2014, on the basis of a perfor-
mance contract. This is no easy task, given its extent and 
complexity. It was eventually awarded to Real Estate Services 
contract manager, Laura Schutte. She was the project manager 
of the tender and is now closely involved with its 
implementation.   

Strategic management and maintenance partnership
What was the background to the tender? 
Laura Schutte replies, “For the development of 
a directional organisation, strategic partnership in 
relation to management and maintenance is a 
must. The contract therefore has a duration of 
15 years, if everything runs satisfactorily. We have 
decided to put the entire maintenance operation in 

the hands of one party, including the planning aspects, preventive maintenance, 
corrective maintenance and replacement maintenance, for the mechanical and 
electrical engineering, transport, and architecture disciplines. In addition, we 
have very deliberately decided to place an addendum for energy-saving measures. 
That is because we want to encourage our contracted party, Cofely West 
Nederland, to innovate, to proactively contribute ideas, and to make suggestions 
for improvements that could help towards our sustainability objectives: 30% 
savings in 2020, compared with 2005.”

Needs of customers and users as the starting point
What approach have you taken? Laura says, “We started by making an 
inventory of all our maintenance elements in order to establish the scope. It is 
important that your own objectives are clear, and that you know what to expect of 
your contractor. That is why we also asked our customers - that is, the bodies 
within EUR - what their needs and wishes are. You think you know what the 
customer wants and you tend to make assumptions, but it is much better to ask. 
We entered into discussions with employees, students, and visitors. After all, 
raising the levels of satisfaction among users is one of the main objectives.”

Learn from lessons in everyday practice
What information did you use? Laura answers, “To learn from the 
experiences of others, we held discussions with Radboud University Nijmegen. 
They recommended an implementation period of two years. Fortunately, we took 
that very wise advice! For the tendering and implementation we hired a 
consultant, AT Osborne. That was a good decision. Performance contracts are 
new for us, and you need a great deal of knowledge and experience to do it 
properly and avoid any pitfalls. We are pleased that they are also advising us 
during the implementation phase. We sometimes don’t know the answers or fully 
understand why we have taken certain decisions. They take part in some of the 
discussions, which is good, because the commissioning party and the contractor 
have different interests.”

Create the opportunity to get to know and understand 
each other

In what phase are you now? Laura says, “We are now coordinating our 
processes. Each of us has their own work methods. We compare our process 
schedules and then look at what to expect, from whom, and in which process. And 
we also look at where any difficulties lie and look for areas for improvement. This 
is certainly not something that resolves itself. We have our own technical 
management department. The contract requires a different role from them. They 
now have to operate on the basis of performance and no longer think in terms of 
solutions. That takes some getting used to, and you have to take your time. That is 
why we have deliberately opted for an implementation process of two years. I 
would also recommend it to other commissioning parties! You need that time in 
order to get to know each other. The contractor has to find out how the buildings 
‘feel’. You will discover differences of interpretation in the contract. That is 
something that always happens! It is all part and parcel of a performance 
contract, no matter how you hard to try to draw it up as carefully as possible, even 
if you have a Memorandum of Information. You have to create the opportunity to 
identify these differences of interpretation and to conceive solutions to them. We 
have set up special consultation meets for this purpose. That way, you don’t keep 
returning to the same areas for discussion, while at the same time you allow 
operations to continue.

Combining hard requirements with customer 
experience indicators

How do you formulate your ambitions and performances with regard 
to sustainability in a contract? Laura says, “We have ambitious 
requirements that have resulted from our long-term agreements with the 
government. We have set up a bonus/penalty scheme for fulfilling energy 
performance targets (or not). We calculate this in relation to the agreed 
guaranteed cash flow, and it covers both attaining energy targets and the quality 
of the energy reports. Cofely draws up these reports to show that they are meeting 
the agreements. But it is not set in stone - if there is a justifiable reason for their 
not meeting a particular requirement, they will not automatically be penalised. 
For example, a building’s function may change, which could influence how it is 
used and therefore how much energy is consumed. You cannot hold the contract 
partner responsible for that. With Cofely, we are currently looking at how we can 
measure the customer experience, and therefore customer satisfaction, which is 
not easy. We are developing a questionnaire for the purpose.”

Finger on the pulse
How does EUR monitor the contracted performance levels? Laura 
says, “We work according to the system-oriented contract management method. 
Cofely operates its own quality management system and makes all the 
performance levels, including the evidence, accessible to us in the university’s 
facility management information system.”

Singing from the same hymn sheet 
What are the most striking aspects of this project? Laura replies, “I am 
proud of the commitment of everyone involved on both sides and at every level to 
making this contract a success. At operational level too, we now work much more 
as one team. I am pleased to see that Cofely has taken so well to its role and 
proactively contributes its ideas from the perspective of the engineering and at 
strategic level. We recently organised a workshop on collaboration that the 
engineers and our technical management department employees took part in. 
That way, they were able to get to know each other, and our employees learned 
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about the sorts of things that engineers have to deal with. It went very well; it was 
very useful. For example, it became clear that there is a need for a clear translation 
of the legal language in the contracts, so that the technicians and engineers are 
also able to understand what has been agreed. 
Another notable aspect is that we deliberately encourage innovative solutions by 
drawing up business cases. That is necessary, because the payback period for 
innovative investments may be longer than the duration of the contract. We share 
the yield together.
What is unique is that we have incorporated the surrender of a large proportion of 
the disruptions that may occur in the contract. This immediately makes it clear who 
is responsible for the costs if anything has to be replaced.

Allow the market to contribute its ideas at an early stage
What other tips do you have for colleagues who are considering an 
energy-performance contract? Laura replies, “We have an excellent 
performance contract and have learnt a great deal from it. Based on the new 
insights we have gained, we would be more active in getting the market to 
contribute its ideas during the tendering phase. For example, in the past we have 
drawn up the KPIs ourselves, but now I would ask the market at a much earlier 
stage how they believe performance levels could be demonstrated, how they would 
trust us to perform. That would save you having to do so during the 
implementation phase.”
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Project details
Name: Erasmus University Rotterdam

Place: Rotterdam

Building: Campus Woudestein and ISS (The Hague). Various types of building. Around 16 hectares, 
21 buildings, total surface area of more than 200,000 m2 GFA

Sector: Societal real estate

Type: Maintenance and management

Date of completion: Contract starts on 1 March 2015

Performance contract - involved parties
Commissioning party: Erasmus Universiteit Rotterdam

Contractor: Cofely West Nederland

Financer: Erasmus Universiteit Rotterdam

Advisor: AT Osborne

Features of the performance contract
Envisaged annual savings: 30% energy efficiency in 2020, compared to 2005 (2% savings per years)

50% reduction in CO2 in 2025 compared to 1990
In the long term, a campus that is as good as energy neutral 

Initial value of contract: 1.4 million euros per year

Contract duration: Fifteen years, divided into three five-year periods. Separate business cases will be drawn 
up for large-scale investments in innovative solutions.

Components Results areas

Technology  
Thinking in terms of functional systems instead 
of technical and architectural components

State of maintenance 
Processing work plan 
Reliability of operations 
Response time 
Available of rooms 
Functional and sustainable management 

Management and implementation
Acting proactively, rather than reactively

Organisation 
Employees 
Information 
Implementation 

Perception
Demonstrably improving customer 
perception 

Customer satisfaction in relation to indoor environment 
Operating and instructions 
Customer satisfaction in relation to dealing with notifications 

Energy performance Energy consumption 
Quality of energy reports  

Contact details for more information
Company: Erasmus University Rotterdam

Name: Laura Schutte

Telephone number: +31 (0)10 408 21 07

E-mail address: laura.schutte@eur.nl

Websites: www.eur.nl/efb
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3 The goose that lays the golden egg

The De Witte Dame Rijksmonument was struggling with 
enormous energy bills. The new owner realised that this 
posed a threat to the health of the financial operation of the 
building. He was keen to move from a red label to label A. 
At the same time the tenant, Fontys University of Applied 
Sciences, was making demands in relation to the air quality 
that would actually lead to even higher energy costs. The 
solution lay in replacing the existing energy-guzzling systems. 
The question of who would pay such a replacement threa-
tened to throw a spanner in the works. Fortunately, the ESCO 
formula offered a solution. OVVIA financed the operation, in 
which the owner and the users share the proceeds. 

The whole is more than the sum of 
its parts
The needs of the commissioning party and 
the users were the starting point of the 
search for a smart solution. Jan van Hout, 
director of van OVVIA, explains, “The wish to 
reduce costs and the wish for more fresh air ran 

counter to each other in the original situation. For us, it was an opportunity. The 
only way of resolving the dilemma was to optimise the whole system rather than 
one single component. We proposed the installation of a highly energy-efficient 
ventilation system, combined with heat pumps. And that is exactly what we have 
succeeded in doing.”

Everyone wins
What aspects of this project are you proud of? Jan replies, “The parties 
involved were unable to agree on how the costs and revenues were to be 
distributed. That is a common occurrence. That’s a shame, because the parties 
then decide on what may be the least costly solution at the time, but which 
means spending money like water for the next fifteen years. What a waste! That 
is why we said that we would pay for the equipment, so it would cost nothing 
extra. By using an ESCO, we have saved the goose that lays the golden egg. I am 
proud that we managed to alter the process - that we reached a solution through 
dialogue. We can now share the benefits together. We are already saving 34% 
CO2; the requirement was a saving of at least 25%. And there is more. We have 
tackled the air treatment, the control technology and heat generation, and we 
are also going to make the supply of cooling sustainable. We will be sharing the 
yield with the owner and the users. Everyone’s a winner, so everyone is happy.”

Fear is a bad adviser
The guarantees on the energy performance and the indoor climate 
are laid down in an energy performance contract. This enables the 
operator of De Witte Dame to provide the tenants with the 
best-possible climate control, without any unexpected costs. That 
sounds ideal, so why are projects of this kind not more 
commonplace? Jan says, “I have noticed that there is often a fear about 
outsourcing where performance contracts are involved. People are used to 
working with specifications in which everything is laid down and fixed. The 
tendering process for a performance contract is completely different. It contains 
functional requirements, but the contractor is free to devise the technical solution 
himself. There is still not enough experience with contracts of this kind. 

The government could change that by taking a lead. In practice, though, it is 
parties in the private sector that have a big lead in this area.”

Too good to be true
What other obstacles are there? Jan says, “Once I have explained it, 
people see the benefits. But there is also some scepticism. Commissioning parties 
have their doubts about our calculations on the savings that could be made. 
‘That’s not right, surely?’ is a commonly heard reaction. If I then offer to pay for 
the investment myself and to supply according to performance guarantees, they 
look amazed. That is ‘too good to be true’. However, financing this type of project 
is our core business, and we are very efficient at it. Through lack of knowledge 
and the many doubts, local authorities in particular ultimately opt for 
conventional solutions. That means burdening themselves for another fifteen 
years.”

Start with a guarantee of success
How can you break through this impasse? Jan replies, “I recommend to 
commissioning parties that they should first gain a clear picture of the property they 
currently own. Standards of monitoring are often below par. If I ask a local 
authority to name the twenty buildings out of a hundred that consume the most 
energy, they are unable to say. I would take a building where you can create a great 
success, one that the councillor responsible would be really pleased about, with a 
forecast that you can be certain of success.”

Bridging the gap between technology and funding
It is clear that a paradigm shift is needed. Different worlds are 
coming together and have to understand each other’s language. 
This process moves more quickly in the private sector than the 
public one. Jan continues, “At first, when discussing matters with local 
authorities, I used to speak with the technical employees who were responsible 
for property and real estate. This rarely resulted in projects being commissioned. 
I then redirected my attention towards the financial side of local authorities. That 
did not work either. What you have to do is to bring these two key areas together. 
And that is what I do now. It gives you a greater chance of success. I now present 
real-life case histories much earlier on in the process. I take account of the fears 
that commissioning parties have, and you can deal with them with the help of 
good examples.”
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No pain, no gain
There is no point in flogging a dead horse. You have to be prepared 
to dare. Jan continues, “There is no sense of urgency. It never ceases to 
amaze me that we waste public money on poor buildings. Not even measures 
that would generate a return within five years are being implemented, although 
they are compulsory, as laid down by the Activities (Environmental 
Management) Decree. Whenever I point this out, the usual response is, ‘we don’t 
have the necessary budget to invest in this’. But if I finance it, I get my return, and 
that suits me very well. The ‘net present value’ should be the starting point. No 
pain, no gain. It’s as simple as that. This different approach is still too 
little-known. And ignorance breeds intolerance.”

Use your common sense
What tips do you have for commissioning parties who are 
considering an energy performance contract? “Begin small, start with 
an intervention you were planning anyway. Try to establish connections with 
partners. Do it together. If you are still not sure, go for a part solution, involving 
lighting for example. It is smart - pure and simple. You can recoup your 
investment in a few years.”
In addition, commissioning parties should look differently at the solutions. Jan 
says, “I often explain the following situation. Suppose you can invest one hundred 
euros in sustainability and you can choose one of three areas - lighting, insulation, 
or solar panels. What would you invest in? The answer I mostly get is ‘solar panels’. 

Wrong! You first need to tackle the insulation and the lighting. That will cause your 
energy costs to fall, so you will need fewer solar panels. This solution is much more 
robust. It is not rocket science - the sums are simple. With integrated solutions 
based on the Trias Energetica strategy, you can make savings of up to 80%. That 
helps you stand the test of time, and you are no longer exposed to fluctuations in 
the price of energy. We are pleased to invest as well, because it is profitable. We have 
the best of both worlds. Sustainable is always better than conventional! 
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Project details
Name: De Witte Dame

Place: Eindhoven

Building: De Witte Dame

Sector: Commercial real estate

Type:  Performance contract for new installations, management, and maintenance

Date of completion:  2014

Performance contract - involved parties
Commissioning party: Operators of De Witte Dame

Contractor:  Van Hout Adviseurs en Installateurs

Financer: OVVIA

Features of the performance contract

To what components does the performance 
contract relate?

- ventilation system 
- air treatment
- heat generation
- heat pumps
- CO₂ savings
- energy and indoor climate
- maintenance and management of all installations 
- control technology
- cooling

Envisaged annual savings: Savings of at least 25% CO2; the actual amount saved is 34%. From label D to label A.

Contract duration: Ten years

Technical details: Combination of heat generation by heat pumps and district heating with heat recovery 
from air treatment, in combination with effective control technology.

Contact details for more information
Company: OVVIA

Name: Jan van Hout

Telephone number: +31 (0)40 294 29 26

E-mail address: jan.vanhout@ovvia.nl

Website: www.ovvia.nl
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4  A strategic choice for the ESCo formula  

The Municipality of Rotterdam is getting serious about making 
its real estate more sustainable. The Rotterdam Green Buildings 
programme is illustrative of its approach. The municipality 
opted to centralise its real estate management activities. The 
Urban Development department has since been working to 
make clusters of buildings more sustainable on the basis of a 
fixed system. The aim is to outsource as many activities as 
possible in order to unburden the municipality. Performance-
based contracts offer an excellent solution in this regard. 
Ideally, the financial component should also be contracted to a 
market party via an ESCo. Successful making a cluster of 
swimming pools, De Kunsthal and the Roteb location more 
sustainable on the basis of this method has since yielded a 
wealth of experience. Further plans for the future are nothing if 
not ambitious. Thankfully, the Municipality of Rotterdam is 
eager to share its expertise and the lessons it has learned.

Practice makes perfect
Many municipalities are wary of performance-based contracts and 
ESCos. This relatively new approach requires radically different 
working methods. Unknown is unloved, and the adoption of any new 
approach represents a considerable challenge. As our interview with 

Gert-Jan de Looze – project manager at the 
Municipality of Rotterdam’s Urban 
Development department – underlined, 
however, practice does make perfect. We 
asked de Looze to tell us more about his 
experiences with making real estate more 
sustainable on the basis of ESCo contracts. 

Gert-Jan de Looze: “Several years ago, ESCo appointed me as contract manager 
for the various swimming pools in Rotterdam. In view of the successes achieved by 
this first major ESCo in the Netherlands, the Ministry of the Interior and Kingdom 
Relations asked us to roll out this approach to other buildings. We were awarded 
subsidies in order to initiate and supervise these processes. Since then, I have 
prepared the ESCo contract for the Kunsthal and supervised the tendering procedure 
for the Kleinpolderplein Roteb location, the social workshop in Vlaardingen and the 
Schiedam city hall.”

Competitive dialogue provides insight 
Can you describe the ESCo tendering procedure? Gert-Jan: “We prefer to 
engage in ‘Competitive dialogue’. First, we ask various market parties whether they 
would be capable of establishing an ESCo. They will have to submit reference 
projects in order to demonstrate that they have prior experience in making buildings 
more sustainable, guarantee their ability to achieve energy savings and take 
responsibility for long-term maintenance. We also need to know whether the 
relevant market parties have successfully applied similar integrated contracts in the 
past. Next, we select three parties from the various tenders and initiate dialogues. 
We offer them the opportunity to ask questions and visit the locations and invite 
them to make an offer after several rounds of negotiations. When you’re improving 
a building on the basis of extremely detailed specifications, you can basically leave 
it up to market parties without much need for consultation. If you’re working on the 
basis of functional specifications, however, you’ll need to engage in dialogue: a 
series of talks on the basis of all available information on the building. After all, the 

solution isn’t set in stone yet. Market parties will need to put their expertise and 
creativity to optimal use in order to propose the smartest possible approach. At the 
end of the process, all parties are sent the same information notice in order to 
ensure that they base their tenders on the same information.”

You win either way
Gert-Jan: “Contractors generally prefer to spend a year carrying out maintenance 
work in order to get to know the building before they submit a well-informed offer. 
However, that does mean you’re engaged in direct negotiations with a single 
company without any competition. For example, we asked the company 
responsible for maintaining our sports centres to submit suggestions for measures 
to create sustainability. Obviously, that’s far less of a challenge. As a result of the 
five-year maintenance contracts, we’ll then be responsible for securing the 
necessary funding for these measures and won’t be able to work on the basis of a 
single performance-based contract. It’s not our preferred option, but sometimes 
you just have to make do. 
At the Kunsthal project, we started with the renovation work, which subsequently 
led to establishment of the ESCo. As a consequence, the involved parties already 
had a clear picture of the situation beforehand. They had a good grasp of the 
building and its particulars, which made it easier to offer the necessary guarantees. 
However, they were operating without competitors. You might not be able to get 
the most out of the market without a tendering procedure. However, you can also 
opt to transition from the existing situation to an ESCo agreement in consultation 
with the involved parties. You basically win either way.”

ESCo reduces energy consumption by a third  
Strukton was contracted to make the Roteb location more 
sustainable. The company obtained the necessary funding through 
the BNG Bank. The project concerns two large office buildings and 
several workplaces. The contract covers all building systems and the 
structural measures needed to reduce the annual 750,000 euro energy 
bill by an average of 33% over a ten-year period. This means Strukton 
has a 250,000 euro annual budget for creating sustainability and for 
maintenance and management. They have used these funds to 
improve the lighting, replace boilers and install a biomass boiler. As a 
result, Roteb has been able to reduce the amount of gas used to 
generate heat. Strukton will be fined if they fail to meet the 
performance target. The guaranteed cost savings will be lower in the 
first year, at 16%. After all, the market party needs time to take the 
necessary measures. If necessary, Strukton can increase the 
guaranteed savings over the course of the contract period – to a total 
of 40%, for example – yielding a significantly higher budget for any 
necessary measures.

Make sure all the basics are in order
So which lessons has the Municipality of Rotterdam learned so far? 
Gert-Jan: “Most importantly, you need to make sure your information is accurate 
and complete. If you don’t have the basics right, the project is bound to fail. When 
you’re working with these types of contracts, it’s all about risk management. As the 
commissioning party, you need to learn to see things from the contractor’s 
perspective. After all, they need to accurately estimate the risks, which requires 
reliable information. When I started on the Roteb tender, I was familiar with the 
entire location’s gas consumption levels. However, a contractor needs to know the 
usage per building in order to submit an offer. For example, the workplaces might 
consume far more energy than the office spaces. The contractor needs to have 



14 | Whitepaper 4 | Best practices and inspiration on ESCO projects in The Netherland 15 | Whitepaper 4 | Best practices and inspiration on ESCO projects in The Netherland

insight into the various energy flows. We installed metres at Roteb and monitored 
the readings over the course of a year in order to gather the necessary data while 
working to prepare the tender.”

Maintenance backlogs: a spanner in the works
The Long-Term Maintenance Plan also has to be in order. After all, the 
contractor will be using this plan to make an estimation of the 
required investments over the course of the contract period. 
Maintenance backlogs will inevitably throw a spanner in the works, 
so you need to make sure they’ve been resolved before you start. 
Gert-Jan: “Maintenance should be at level 3. The building can’t contain any 
asbestos. You’ll have to take care of such issues beforehand. In the case of the 
Schiedam city hall, there turned out to be maintenance backlogs. As a result, the 
ESCo never went through. Market parties dropped out, and those that did submit 
offers were too expensive. None of the contractors managed to stay under the 
specified maximum amount, and the tendering procedure failed as a result. This 
taught us that you really need to have a thorough understanding of the baseline 
situation. As this example illustrates, it’s crucial to have all the basics in order 
before you begin!”

Make sure all future real estate plans are clearly-defined
A clear picture of the building’s energy consumption throughout the 
contract period is also essential. Gert-Jan: “Over the course of the tendering 
procedure for the social workshop in Vlaardingen, the municipality decided to 
merge the location with the social workshops in Schiedam and Maassluis. That 
marked the end of the tendering procedure. The ESCo never went through despite 
the various competitive offers. You need to be well aware of any future plans for the 
buildings before starting on such a process. Obviously, plans can always change. 
You can generally find a way to work around such adjustments if they concern the 
building’s use. For example, Rotterdam’s City Management department is currently 
also using the Roteb location. They work both at night and during the daytime, 
whereas the contractor initially assumed the building would only be used until 
seven. Under such circumstances, we work to find a suitable solution in due 
consultation.”

A focus on the user’s wishes
You also need to take account of the building users’ wishes. Gert-Jan: 
“The ESCo construction at De Kunsthal was based around a triangle relationship 
between the commissioning party, the contractor and the user: the Kunsthal 
foundation. You need to make solid agreements and involve the user in the process. 
How do we accommodate the user’s wishes? Once you have more parties on board, 
interests tend to change. You’ll have to learn how to deal with that, which requires 
effective harmonisation with the user.”

Outsourcing municipal activities is a strategic choice
Could you tell us a bit more about the Municipality of Rotterdam’s 
future plans for its real estate? Gert-Jan: “We want to outsource as much as 
possible in order to lighten the municipality’s workload. For example, you could opt 
to organise all the painting work yourself to save a bit of money. However, this will 
take time and energy. An ESCo is an ideal solution for the municipality: once the 
contract has been concluded, it basically doesn’t require any more effort on our 
part. The contractor is responsible for everything, which really frees up the 
municipality. You’re also challenging the market to come up with the best possible 
offer. There’s a huge difference with situations in which you can’t apply an 
integrated ESCo contract. In these cases, we outsource preventative and corrective 

maintenance by means of a main contract and retain responsibility for scheduled 
maintenance work and the replacement of building systems. We reassess these 
aspects on an annual basis. Although it’s far easier to conclude contractual 
agreements on this basis, you’re left with a far greater administrative burden. 
What’s more, there’s no incentive for optimal performances and sustainability. 
Under these circumstances, the contractor responsible for maintenance work will be 
far more likely to push for the replacement of building systems. After all, this will 
make for lighter work. An ESCo contract will force the contractor to perform 
optimally, as this will be in their best interests due to the nature of the agreement.”

Logical parcels of buildings
So which other buildings are currently scheduled for being made 
more sustainable through ESCo constructions and performance-
based contracts? Gert-Jan: “We compile logical parcels of similar buildings in 
order to effectively tackle all real estate suited to this approach. I can see a wealth of 
opportunities in the arts sector. The Kunsthal is a good example. We’re currently 
assessing various buildings such as De Doelen, the Stadsschouwburg theatre and 
various museums: such buildings are ideal. 
It will be necessary to make an accurate estimate of the future use of the buildings. 
The duration of the contract period is crucial. We’re working on ports centres and 
aim to install solar panels on our gymnasiums via an ESCo contract. The contracts 
have a duration of fifteen years, so it is important to know what these buildings will 
be used for over the course of this period. Will our seventy gymnasiums all still be 
there in fifteen years time? Which changes will affect current energy consumption 
levels? You business case might change if the building manager replaces the lamps, 
so you need to factor in all those aspects in order to avoid surprises.”

Viable business case for schools thanks to increases in 
scale

The Municipality of Rotterdam is also prioritising the city’s schools. 
The buildings offer great potential for being made more sustainable 
by an ESCo. Gert-Jan: “We started by making De Wilgenstam School more 
sustainable. In this case, we didn’t use a performance-based contract: the goal was 
to showcase a package of structural and system-related measures. As a result, 
we’ve gathered the information we need to build a solid ESCo business case for 
schools built using the so-called MUWI construction method. A great many school 
buildings in the Netherlands were constructed according to this method. We 
demonstrated that a sustainable transformation would dramatically reduce 
operating expenses and are currently assessing whether this approach can be rolled 
out on an industrial scale. The costs of creating sustainability can be structurally 
reduced when you don’t have to apply a tailor-made approach to each individual 
school. MUWI schools essentially consist of a single block with a roof and windows 
opening on the sides. You basically strip the buildings and make sure you have a 
production line going in the factory: you enter the height and width of the façades 
and serially produce sustainable façade units. We aim to roll out this approach 
throughout the Netherlands in collaboration with the Rotterdam-The Hague 
metropolitan region, Platform 31 and the National Investment Institute (NII). The 
Municipality of Rotterdam has since presented the proposal to minister Kamp.”

Gradually growing into your new role
Gert-Jan de Looze has already offered a wealth of useful tips. What 
other advice would he give fellow municipalities? “I’m proud of our 
successful efforts at the Roteb location. We’re one of the few municipalities in the 
Netherlands to take such an integrated approach. If the situation allows for it, I’d 
advise my colleagues to work towards this method step-by-step. Simply adopting 
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ESCo outright from a baseline situation where the municipality still does everything 
itself is too great of a leap. I’d recommend that municipalities ease into their new 
approach. Start off with a main contract featuring a sustainability section. This will 
give you a feel for working with long-term performance-based contracts and offer 
insight into the implications of creating sustainability. You can then apply these 
lessons and work towards successful outsourcing to an ESCo. Make sure to consult 
people with experience over the course of the process to avoid retreading their steps. 
Find a specialist. For example, you could consult the the Dutch energy service 
companies network, ESCoNetwerk. This public-private umbrella organisation and 

the Netherlands Enterprise Agency (RVO) can also provide various contract formats. 
So make use of the expertise that already exists and ask specialists to guide you.”

Standardisation as a driving force for the process
Which role can the Netherlands Enterprise Agency play in further 
facilitating this process? Gert-Jan: “A tailored approach will increase project 
transaction costs. Standardisation is a key to success. The Netherlands Enterprise 
Agency might be able to provide assistance in the standardisation of contracts and 
tendering documents. This will make such projects far more manageable.”
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Project characteristics
Name: Roteb location, Kleinpolderplein

Location: Rotterdam

Building: Two offices and workplaces

Sector: Municipal real estate

Type: Creating sustainability, management and maintenance

Start: 2015

Parties to performance-based contract
Commissioning party: Municipality of Rotterdam

Contractor: Strukton Worksphere

Financier: BNG Bank via Strukton Worksphere

Consultant: Internal municipal consultants

Performance-based contract characteristics

Aspects covered by the performance-based 
contract:

- energy;
- installation of new boilers and biomass boiler;
- maintenance and management of all building systems; 
- lighting;
- structural measures.

Intended annual savings: 16% in the first year, and an average of 33% over the entire contract period.
Reduction of energy costs from 750,000 euro to 500,000 euro. 

Contract value: 800,000 euro per year

Contract duration: 10 years

Contact details for further information
Company: Municipality of Rotterdam

Name: Gert-Jan de Looze

Phone number: 010-4896713

E-mail address: gj.delooze@rotterdam.nl

Website: www.rotterdam.nl/groenegebouwen
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Project characteristics
Name: Kunsthal

Location: Rotterdam

Building: Museum

Sector: Social real estate

Type: Creating sustainability, management and maintenance

Completion: 2014

Parties to performance-based contract
Commissioning party: Municipality of Rotterdam, Stichting Kunsthal

Contractor: Eneco, Dura Vermeer, Roodenburg

Financier: Eneco

Consultant: Intern Eneco, Roodenburg, Dura and the Municipality of Rotterdam

Performance-based contract characteristics

Aspects covered by the performance-based 
contract:

- energy;
- climate control system;
- maintenance and management; 
- cleaning;
- lighting;
- structural measures.

Intended annual savings: An average of 25% over the contract period.

Contract value: 600,000 euro per year

Contract duration: 15 years

Technical details: - replacement of existing glass façades with HR++ glas;
- installation of LED luminaries;
- renewal of existing systems;
- roof insulation;
- energy-efficient compartmentalisation.

Contact details for further information
Company: Municipality of Rotterdam:

Name: Gert-Jan de Looze

Phone number: 010-4896713

E-mail address: gj.delooze@rotterdam.nl

Website: www.rotterdam.nl/groenegebouwen
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Project characteristics
Name: De Wilgenstam 

Location: Rotterdam

Building: School building

Sector: Social real estate

Type: 
Example project for creating sustainability and for management and maintenance 
(no performance-based contract, pilot project for upscaling through the serial 
production os building envelope improvements via ESCo)

Completion: 2012

Parties involved 
Commissioning party: Bestuur Openbaar Onderwijs Rotterdam

Contractor: Ontwikkelingsbedrijf Rotterdam, DCMR and DEC

Financier: 
Stichting BOOR, installations financed by DEC, subsidy from the Unieke Kansen 
Programma (UKP), RVO

Consultant: DCMR

DBFM (Design, Build, Finance and Maintain) contract characteristics 

Aspects covered by the project: - geothermal heating system, financed by the supplier;
- building envelope;
- solar panels;
- mechanical ventilation via façade – CO2 controlled per classroom;
- maintenance and management of all building systems; 
- lighting;

Intended annual savings: 80%, from energy label G to A+
Based on pilot project results, upscaling to a serial sustainability effort would help reduce 
annual operating costs from 150,000 to 78,500 euros: Savings of 48%.

Contact details for further information
Company: Municipality of Rotterdam:

Name: Gert-Jan de Looze

Phone number: +31(0)10-4896713

E-mail address: gj.delooze@rotterdam.nl

Website: www.rotterdam.nl/groenegebouwen
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5 Integrated approach is the key to 
success

Many school buildings have enormous potential for being 
made more sustainable and improvement of the indoor 
climate. As we also know, there’s plenty of potential to develop 
solid business cases. So why does the process tend to stall so 
often in practice? School boards and municipal authorities lack 
the necessary knowledge and experience. A lot of opportunities 
are lost because schools tend to focus on system-related 
measures while ignoring the building envelope. Thankfully, 
there are consultants out there who can offer a helping hand. 
Jeroen Nollet and Ger Kempen of Escoplan successfully 
prepared an integrated renovation plan for the Ulingshof Mytyl 
School in Venlo. Once the tendering procedure has been 
completed, a contractor will work with ESco to increase the 
building’s energy label rating from E to A by means of a 
performance-based contract. 

A healthy business case
The renovation plan describes the business case for making the 
school building more sustainable. Technical concepts and scenarios 
will yield the desired energy label results. A cost estimate of the 
measures and resulting energy conservation will offer insight into the 
payback periods, as incorporated in a 15-year Sustainable Long-term 
Maintenance Plan (SLTMP). The plan offers a clear overview as to 
which investments will pay for themselves through energy 
conservation and lower maintenance costs. Ulingshof can advance 
these investments in a ‘budget neutral’ manner. According to the 
SLTMP, immediate investment in such measures would actually lead 
to a decrease in average annual costs.

A higher energy label rating thanks to the energy triad
So why is the Ulingshof succeeding where 
other schools have failed? What’s their key 
to success? Ger Kempen: “Most clients initially 
seek out our services because they need adjustments 
to their building systems. Although you might be 
able to take some greening measures over the course 
of the process, you won’t be able to vastly improve 

your energy rating. To do that, you’ll have to develop an integrated approach to the 
building on the basis of the energy triad. An assessment that includes the building 
shell will result in a totally different business case, whereby solutions such as a 
geothermal heating system or heat pump could suddenly become viable.”

Jeroen Nollet adds: “De Ulingshof originally 
asked us to focus exclusively on the building systems. 
However, as a result of the decentralisation of all 
outdoor maintenance work at de Ulingshof, it 
suddenly became crucial to start with the building 
envelope. Thankfully, our client has since accepted 
that this has actually created new opportunities. Our 

structural performance-based contract document anticipates the building systems. 
For example, we’ll be preparing the roof for solar panels and insulating the 
building to allow for the effective use of a heat pump. Clients often forget to include 

sustainability measures in their renovation plans until it’s too late. It’s not for lack 
of enthusiasm, but the process is generally already underway and the structural 
drawings have been finished. This greatly limits the possibilities. An effective 
sustainability effort requires alignment with the long-term plans: what do we aim 
to do with the building – sell, demolish, carry out major or minor renovations? Any 
successful approach will have to be based on the existing real estate strategy.”

Multidisciplinary approach yields better results
If you want to apply an integrated approach, you’ll have to get on 
board during the early stages. You also need a multidisciplinary team. 
Ger Kempen: “I’m an engineer by trade, and started an ESCo consultancy firm 
back in the last century. In 2000, the municipality of Sittard contracted me to make 
their city hall more sustainable. The project ended up winning the European Green 
Light Award. Jeroen Nollet made a name in the financial sector, and eventually 
specialised in the funding of outsourcing and performance-based contracts. 
Escoplan also offers expertise in the area of architecture and construction 
management. That means we have all the necessary ingredients for a 
comprehensive approach.” 
Just consider the old adage: “If all you have is a hammer, everything looks like 
a nail.” As a consequence of their focus, installation specialists hired to 
make a building more sustainable will exclusively focus on the 
building systems and miss any potential for structural improvements. 
This limits the scope of the greening effort, which is obviously a 
waste.

Simplification and standardisation reduce both costs and 
risks

So what other lessons have you learned from this project? Jeroen 
Nollet: “Keep things as simple as possible. For example, you’ll need to carry out 
an accurate baseline measurement as a frame of reference. Many schools tend to 
use expensive measurement methods. The methods used to monitor, check and 
record the various aspects during the operational phase are overly complex, and 
generally account for as much as five percent of the annual budget. That’s far too 
much! We’re using a basic standardised method that makes it possible to determine 
the school’s current condition within half a day. The contracts are also overly 
complicated, and the arrangements require a huge amount of effort. There’s no 
clear understanding of the general and technical risks. The parties are all trying to 
shield themselves from risk, and that’s reflected in contracts that scare off clients 
and financiers. You can avoid all of those problems by taking an alternative 
approach.”

A better match between supply and demand
So how can we get this stagnant market moving again? Ger Kempen: 
“Schools and municipalities aren’t the only parties that lack expertise. Providers 
don’t have sufficient insight into clients’ needs. More effective matching of supply 
and demand would stimulate the market. We learned through trial and error. We 
initially targeted the market head on, with our offer of creating sustainability and 
providing energy conservation. Unfortunately, that approach didn’t work. We’re 
now targeting individual industry sectors and start out by learning everything we 
can about the client. For example, we joined forces with the education housing 
matrix, Matrix Onderwijshuisvesting, and the institute for real estate and 
sustainability, Instituut voor Vastgoed en Duurzaamheid (IVVD), to develop a 
step-by-step plan for making school buildings more sustainable. We offer energy 
efficiency measures as a service and are also willing to co-finance projects. We 
believe this approach is the shape of things to come.”
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Venture capital as a driving force
Jeroen Nollet adds: “There’s a lack of venture capital: who will finance the 
development and feasibility phases? According to a study by ING, there are 
numerous opportunities for making existing real estate more sustainable. There’s 
potential for healthy business cases that aren’t dependant on subsidies (as is the 
case with wind energy). Clients regularly ask us to participate in project financing. 
In many cases, the budget is simply too small. An approach on the basis of 
co-financing also increases our level of involvement and ensures that the team’s 
interests strengthen one another. A good case in point would be a current 
participation in a sports facility whereby we’ll be recouping our investments 
through an integrated approach. This will involve a combination of roofing 
insulation and solar panels. The use of a Long-Term Maintenance Plan will also 
yield far superior business cases.”

Increase in scale yields healthy business case
As involved organisations acknowledge, efforts to make school 
buildings more sustainable are being impeded by the lack of 
sufficient funding. Efforts are being made across the board to 
address this situation, and increases in scale offer a potential 
solution. Projects involving ten or even a hundred schools instead of 
one can help to dramatically reduce the transaction costs per school. 
A standardised approach and the serial manufacture of elements 
such as facades and roofs will also yield better business cases. The 
Municipality of Rotterdam joined forces with the national 
investment fund, Nationaal Investeringsfonds, and Platform 31 to 
develop a proposal to this end, which was subsequently presented to 
minister Kamp.

Joint initiative opens doors to banking sector
Involved parties are also making efforts to ensure that the education 
sector has greater access to the financial and banking sectors. The 
social real estate foundation, Stichting Maatschappelijk Vastgoed, 
has developed various solutions in collaboration with banks (BNG, 
ING and Triodos), the Netherlands Enterprise Agency (RVO), the 
Association of Netherlands Municipalities (VNG), the Primary 
Education Council (PO-raad), Ruimte-OK, the Ccildcare guarantee 
fund Waarborgfonds Kinderopvang, Escoplan and various 
municipalities and school boards. The step-by-step plan developed 
by Escoplan, Matrix Onderwijshuisvesting and the IVVD, the 
guideline for making primary schools more sustainable developed by 
RVO.nl and the quality framework developed by the Primary 
Education Council served as a basis for these efforts. The 
Municipality of Haarlem played a coordinative role. 

Fast-track creation of sustainability now within reach
A combination of an integrated approach, performance-based 
contracts, easy access to funding, an increase in scale and 
standardisation can help eliminate the current barriers. If schools, 
market parties and government authorities join forces, we can 
expedite the process of creating sustainability at schools around the 
country in the years ahead.
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Project characteristics
Name: Mytyl School, Ulingshof

Location: Venlo

Building: School

Sector: Social real estate

Type: Renovation, creating sustainability, management and maintenance

Completion: 2016

Parties to performance-based contract
Commissioning party:  Mytylschool Ulingshof

Contractor/financier: Tendering procedure is currently ongoing.

Consultant: Escoplan

Renovation plan characteristics

Aspects covered by the Renovation Plan: Building envelope and systems:
- energy;
-  roof insulation, HR++ glass, LED lighting with motion sensors and daylight regulation, 

heat pumps and PV panels;
- maintenance and management of all building systems. 

Intended annual savings: CO₂-reduction of 68% and reduction of annual costs over course of contract period: 
13,000 euro, subsequently 51,000 euro per year.

Contract value: A 555,000 euro investment

Contract duration: 15 years

Contact details for further information
Company: Escoplan

Name: Jeroen Nollet and Ger Kempen

Phone number: +31(0)6 11 011 522

E-mail address: g.kempen@escoplan.nl; j.nollet@escoplan.nl 

Website: www.escoplan.nl
www.ivvd.nl/duurzaamheid-en-vastgoed/
white-paper-naar-een-duurzame-school-een-stappenplan/
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6 The power of collaboration  

The redevelopment of the De Hallen building in Amsterdam 
reads like a child’s exciting adventure book. For many decades, 
the former tram depot was a central feature of its local district, 
but it then stood empty and deserted for almost twenty years. 
There were unmistakable signs of decay. But it wasn’t for a lack 
of plans. Time and again, however, the local residents did not 
see any merit in any of the numerous ideas for redevelopment. 
They resisted every idea that was put forward. That changed 
when they were allowed to actively contribute their ideas. The 
Stichting TROM foundation made a new design, based partly 
on their ideas. It was given an enthusiastic reception by all 
parties! Within two years, contracts had transformed the 
deserted and draughty depot into a modern and flourishing 
cultural, commercial, and social centre. And behind the 
historic walls is an ultra-modern and efficient climate system. 

Sustainability helps towards healthy operation for 
tenants 

Sustainability is an important pillar at De Hallen. The ambition for 
the future is to be energy neutral. Low energy consumption is not 
just desirable from an environmental perspective, it is also in 
keeping with the philosophy of the initiators and with the ambitions 
of the Amsterdam City Council. After all, low energy bills are crucially 
important for the many companies, restaurants, craft outlets, and 
social organisations that are based there to be able to operate 
successfully. And low energy bills is exactly what they have. The 
heating costs are around half what they would normally be. And the 
environment is comfortable too - of no small importance for an 
attractive location where people enjoy working, relaxing, and living. 

Energy concept as a starting point 
creates opportunities
How do you manage that, with an old and 
robust nationally listed building that only 
used to house trams? We asked Jan-
Maarten Elias, director of Unica Ecopower, 
the company that signed up for the climate 

control installation. Elias replies, “From an architectural and sustainability 
perspective, the redevelopment of De Hallen is a remarkable project. We are 
showing that a different approach produces great benefits for the commissioning 
party, for the market parties, and for the users. It started with the development of 
an energy concept. That is very unusual. The design by the architect is always the 
starting point. By starting with the energy concept, we can conceive truly 
integrated smart solutions for the sustainable generation, production, and 
climate system and the building envelope. The later we are involved in the process, 
the fewer options there are. That’s only logical. This time, we were first, so that 
created much scope for optimisation. It means that the likelihood of extra 
interventions being needed at a later stage is much smaller.”

Developing in partnership leads to collaboration and a 
strong team spirit

The approach that was taken was fundamentally different to 
conventional methods in other ways, too. Unica designed not just 

the energy concept and the systems, but also built and funded them, 
and will be operating them for the next thirty years as well. The total 
cost of ownership was the starting point when relevant decisions had 
to be taken. This boosts the search for smart and innovative 
solutions, which only pay for themselves much later. This runs 
counter to the short-term thinking that typifies many conventional 
projects. The J. van Stigt firm of architects had a very important 
development role and, together with the Strukton/De Nijs 
consortium, continues to be involved with the operations at De 
Hallen. Because the parties concerned depend on success in the 
long-term and therefore remain dependent on each other, the 
resulting dynamics are completely different. Jan-Maarten explains: 
“We are pursuing an integrated approach and are involved from start to finish. 
Together, we are creating an icon, and everyone wants it to be a success. We have 
all worked incredibly hard to achieve this result. We held evening discussions in 
order to better understand the project and each other, and to conceive solutions 
together. Because we are both participants and financiers, we are owners and feel 
responsible. I would therefore prefer to speak of a partnership contract rather than 
a performance contract. A performance contract covers performance indicators 
like temperature, rates, and reliability. But ultimately, the success depends on soft 
skills, and on people skills. You have to be able to work on a basis of trust as much 
as possible. The contract is only really relevant as a last resort. If there are any 
issues, we don’t immediately look to impose to penalties, but instead look at the 
assumptions we have made. Are they correct? Together, we then resolve the issues. 
It has been a runaway success. The team feels like the ‘De Hallen family’. I have 
made some good friends here.”

It would be good if the relevant market parties were to work together 
more frequently in the future. Jan-Maarten continues: “Never change a 
winning team. The way in which the construction sector operates is strange if you 
view it from this perspective. The team is different from one project to the next. 
Everyone has to take part at the lowest possible price. And of course the interests of 
the commissioning party, the contractor, the engineer and the maintenance party 
may clash. Suppose that before every football match you started with a new team, 
with some players wanting to kick the ball upfield, and others preferring to keep it 
in their own half. You won’t win the Champions League that way.” 

Process more important than technology
What tips do you have for commissioning parties who are 
considering an energy performance contract? Jan-Maarten answers: 
“Do not focus too much on the technical details. We were given a lot of freedom, 
and that is special. We have complimented the commissioning party for this. This 
meant it was not so much about technology but more about the functionalities 
and output of the site, about the scheduling, about the process, about meeting 
deadlines and about working together. These are aspects that are decisive in 
achieving success. A strong focus on the part of the commissioning party on only 
the technical details and on whether any additional work is needed or not is 
counterproductive.”

Better coordination through good communications
Good communications and extensive consultations at the early 
stages are another success factor. Jan-Maarten says, “Start with a kick-off 
session in which every party states what the risks are and how they wish to cover 
them. That is because if any party makes a particular undertaking or adopts 
certain starting points, it affects other contracts. 
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During the process these starting points were not always compatible, and we had 
to adjust the contracts. By holding discussions in advance, you gain a clearer view 
of how matters are interrelated, and you are more inclined to get on the phone to 
coordinate things rather than lay down hard agreements in contracts.”

Allow time for optimisation and view things from the 
perspective of other parties

It is important to allocate at least a year in order to optimise the climate 
and the installations and to get them in balance. During the early 
stages, there are many questions and users have to become accustomed 
to their situation. Jan-Maarten adds, “A feature of this climate-control system 
with thermal energy storage and heat pumps is that it responds slowly.” Users are 
accustomed to it getting warm quickly, but in fact you should keep it at the right 
temperature continuously. You have to communicate effectively on the matter and 
look together for a solution if it isn’t working properly. For example, the many lamps 
made it hot in the large studio where Paul Witteman records his TV programme on 
Sunday afternoons. Changing to LED lighting is a good solution. The key is to reserve 
a period in which you ensure, together with the users, that the system is working well 
and that the level of comfort is high. We hold regular meetings with the energy team. 
We then look at how much has been consumed, what the forecasts were, whether 
there have been any complaints from users, and how things can be improved. You 
have to be prepared to view things from each other’s perspective. This outstanding 
result is not something you achieve on your own, but together.”

Do not set the contract in stone - instead, adjust it every so 
often

Good performance contracts should be adjusted every year. That is 
because the context and the way in which a building is used are always 
changing. Jan-Maarten says, “The work only really starts once the contract has 
been signed. 

You then have to pull out all the stops to make sure you honour all the agreements. 
You have to adapt to the building. Suppose that it gets a different function, for 
example. In that case, you have to make new agreements. If you do not adjust the 
contract periodically, it will no longer be clear how your agreements relate to the new 
situation and you will find yourself overtaken by events. That makes it difficult when 
other people are sitting round the table.”
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Project details
Name: De Hallen

Place: Amsterdam

Building: Rijksmonument, cultural heritage

Sector: Societal real estate

Type: Redevelopment

Date of completion: 2015

Performance contract - involved parties
Commissioning party: Amsterdam City Council, Stichting TROM (TramRemise OntwikkelingsMaatschappij)

Contractor: Unica Ecopower

Financer: Amsterdam Climate and Energy Fund 

Owner of thermal energy storage 
installation: 

Unica Ecopower

Owner of production system: Stichting TROM

Features of the performance contract

Which parts of the installations? - Generation installation (thermal energy storage and distribution system)
- Building installation (production system)

What performance aspects? Supplying sustainable heat and cooling at agreed temperatures and rates, and with a high 
level of reliability.
One point of contact for users, for both energy and the indoor climate.
Customer satisfaction in relation to indoor climate and to dealing with notifications.
Ambition to make De Hallen energy neutral.

Components Results areas 

Supply of heat and cooling Reliability
Fixed rates 
Easy access to information on consumption, irregularities, and management 
modifications
Response times in the event of disruptions

Comfort Customer satisfaction in relation to indoor environment 
Customer satisfaction in relation to dealing with notifications 

Energy performance Proactive role for further energy reduction, sustainable generation and energy storage in 
order to become energy neutral cost-effectively.

Annual savings: 50%, 340 tons of CO2 per year. Towards energy neutral in due course.

Contract duration: For thermal energy storage, thirty years. For the management and maintenance of the 
building installations, ten years.

Investment in thermal energy storage: 1.1 million euros

Technical details: The thermal energy storage in De Hallen is one of the largest mono sources in the world:
- Water yield: maximum 100 m³/h
- Drilling depth: 200 metres underground
- Warm source filter: 73 - 108 metres deep
- Cold source filter: 146 - 181 metres deep

Contact details for more information
Company: Unica Ecopower

Name: Jan-Maarten Elias

Telephone number: +31 (0)33 24 78 081

E-mail address: jelias@unica.nl

Websites: www.unica.nl - www.dehallen-amsterdam.nl
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7  Financially sound real estate 
exploitation and creating sustainability 
go hand in hand

The Municipality of Groningen has formulated 
ambitious sustainability targets, and aims to be 
energy-neutral by 2035. If this goal is to be achieved, 
municipal and social buildings will have to make a 
leap in terms of sustainability. This cannot be 
achieved through a “business as usual” strategy and 

a standard package of conservation measures. Genuine change 
will require a radically different approach. To this end, the 
municipal council launched the ‘Groningen Energy Service 
Company’ (GrESCo) in 2013. This project office makes buildings 
more sustainable through an integrated approach that reduces 
energy, maintenance and management costs while creating 
opportunities for employment, education and innovation 
within the municipality.

Cost-neutral business cases necessitate balanced 
decisions

Bert Horst, GrESCo fund manager, spent the past two years working to 
develop the new approach: “GrESCo is responsible for the energy 
management of all municipal real estate and manages the municipality’s overall 
energy budget. This budget has been frozen, which means any energy savings 
automatically create room to invest in the funding of sustainable energy efficient 
measures. We prepare a business case for each building and petition the municipal 
council for credit. As the Municipality of Groningen, we can obtain credit at far 
more favourable conditions than market parties. We’ll now be working on the basis 
of an annual plan with annual appropriations in order to speed up the process. 
Under this system, decision-making and accountability processes only take place 
once a year. In terms of our internal operations, we will continue to apply business 
cases for each individual project. Crucially, each business case must be conducted on 
a cost-neutral basis. If the yields of the intended investment are too low, the case 
will not be realised.”

Change requires a different collaboration
Can you tell us something about your approach? Bert: “We apply a 
thorough and structured approach. It’s not rocket science and we’re not running 
any major risks. However, it does require a different form of collaboration and an 
alternative division of roles. This proved to be a source of resistance at the 
beginning. Initially, the departments weren’t pleased to see their energy budgets 
allocated to CrESCo. They felt we were encroaching on their area of responsibility. 
They’ve since realised our approach is effective. This resistance to change is also 
linked to the establishment of the municipal real estate company, the Gemeentelijk 
Vastgoedbedrijf. The municipality has abandoned the traditional services structure 
whereby every department has its own policies in areas such as staffing, real estate, 
etc. The shared services have now been centralised. These organisational changes 
– which are currently still ongoing – call for different working methods. We have to 
keep explaining that the measures we’re taking will yield benefits for all parties: 
these advantages are now starting to show. The municipal council and the mayor 
and aldermen also support the plan, which is obviously helpful.”

Clearly-defined steps lead to desired results
So how do you know where to begin? Bert: “We’re approaching the project 
building by building. We start by making sure the basics are in order and getting all 
the measurements we need. Under the previous situation, responsibilities were 
divided over a great many parties. As a result, the process was difficult to manage 
effectively. Just take the example of people working from home. They’ll be more 
likely to conserve energy in their own house because they feel responsible for their 
own environment. For example, we found out that the peak load charges were 
often inaccurate. Take the example of a bridge fitted with a new, energy-efficient 
engine despite the fact that peak loads are still based on the enormous conventional 
engine that previously kept the bridge running for decades. Another case in point 
would be peak loads based on the huge amount of energy consumed by a fun fair 
that only takes place once a year. More intensive inspections and monitoring thus 
offered more benefits than just greater insight. This initial stage has already yielded 
significant savings, creating room for new investment in the process.” 
“We also assessed how much time it would take to turn a profit without having to 
take any drastic measures. Amongst other measures, this can be achieved by 
replacing lighting fixtures and equipment with more energy-efficient alternatives 
and more effective adjustment and insulation of technical installations.”

A healthy business case requires an integrated approach 
to energy, maintenance and management

“Every time we carry out a major maintenance, renovation or new construction 
project, we start by assessing how to improve the overall building. We need to 
recoup every investment we make, so we approach major projects from an 
integrated perspective: in addition to energy consumption, we also factor in 
maintenance and management and – where possible – usage and other aspects. In 
many cases, market parties exclusively assess the energy component, which makes 
it far more difficult to prepare a solid business case. For example, LED lamps only 
have to be replaced once every twenty years, as opposed to the two to three year 
replacement period for regular fluorescent lighting. This allows you to dramatically 
reduce maintenance. Many sustainability measures also have an effect on 
management and maintenance costs. We always have an external party assess all 
the figures in our business case to prevent bias. The work is carried out by various 
companies, depending on the project. We don’t work with any permanent partners 
and choose the most suitable market party for each assignment.”

Making real estate more sustainable also offers 
opportunities for other municipal ambitions

Could you highlight some aspects of the project that stand out? Bert: 
“The process of change we initiated. Although we enjoy making a conscious effort 
towards greater sustainability, it’s also important to focus on maintenance, 
management and other aspects. We try to take a genuinely integrated approach. All 
our projects involve our own buildings. If you really want results, you have to work 
with your colleagues. For example, we create work experience positions and job 
opportunities for low-skilled workers. We assigned secondary vocational education 
students participating in a work experience project to replace the energy-guzzling 
lighting in a large parking garage. The students all wore GrESCo vests, raising 
further awareness of the project. We’re also working to create jobs through the 
cultivation and drying of biomass at unused business parks. We offer knowledge 
institutions the opportunity to try out innovative sustainability solutions at 
so-called living labs, as part of the effort to further strengthen Groningen’s position 
as an Energy City. Employees are starting to see results and have come to appreciate 
what we’re doing. They seek us out to ask whether we’d be willing to help them 
develop new solutions.”
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Diamond in the rough
Could you name any aspects of the project you’re especially proud 
of? Bert: “I’m proud that we’ve managed to define clear task areas, integrate our 
energy management and help to gradually change working methods within the 
municipal organisation by introducing alternative and more effective 
collaboration methods. It’s great to see all those results coming together. Although 
we still have a ways to go, we’re definitely on the right track: we see the situation 
as a diamond in the rough.”

Take cues from other organisations and take matters 
into your own hands

Could you offer any tips for colleagues working to make municipal 
and social real estate more sustainable? Bert: “Take a logical approach 
and visit other organisations to see how they approach things. Interested 
government authorities regularly drop by, and always leave full of new ideas. 
There seems to be a consensus that the market can solve any problem, but I beg to 
differ. Leaving it all up to market parties means you’re shifting responsibility and 
buying off risks. We make a conscious decision not to let go of the reigns. 

On the contrary, we want to control every aspect and take the broadest possible 
perspective. This enables us to apply an integrated approach and establish tie-ins 
with other municipal goals and ambitions, such as employment, innovation and 
education. Municipalities have easy access to credit facilities, creating 
opportunities that can also benefit market parties. Keeping management in-house 
offers us greater authority and autonomy.”

A bright future for GrESCo
Which opportunities do you see on the horizon? Bert: “The Municipality 
of Groningen aims to shape the municipal government’s changing role by engaging 
in more frequent collaborations and jointly-funded projects with other social 
parties. GrESCo is a highly effective instrument to this end. For example, we aim to 
build a solar farm in collaboration with our partner Grunneger Power. In time, 
we’ll be handing the new facility over to the residents of Groningen in order to 
ensure that they’re genuinely involved in making Groningen more sustainable. 
Does GrESCo also offer its services to businesses and private individuals? We could 
provide banking services and invest in worthwhile business cases on the basis of 
thorough assessments. We’re currently determining whether we want to go down 
that road. Plenty of new initiatives in the works, in other words!” 

Implementation of light measures, in this case LED, in the parking garage of Boterdiep. The project is done by students of intermediate vocational education school.

It’s a good example of win-win to all parties: more energy efficiency, more experience with students and enhancing employement.
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Project characteristics
Name: Groningen Energy Service Company (GrESCo)

Location: Municipality of Groningen

Building: All buildings owned by the Municipality of Groningen 

Sector: Municipal and Social real estate

Type: Major maintenance, renovation, redevelopment

Term: Started in 2013, end date to be determined

Parties involved 
Commissioning party: Municipality of Groningen

Contractors: Varies depending on the business case

Financier: Municipality of Groningen, credit applications to be submitted via the municipal council

Installation owner: Municipality of Groningen

Business case characteristics

Which parts of the installations and 
building?

Varies depending on the business case. Integrated approach to energy conservation, 
maintenance and management

Which performances? Varies depending on the business case 

Intended savings: Energy-neutral by 2035 Cumulative annual total: 0.4 million euro (2015); 1.2 million euro 
(2016); 1.7 million euro (2017)

Investment over 2015 – 2018 period: 2 million euro (2015); 3.9 million euro (2016); 0.8 million euro (2017)

Contact details for further information
Organisation: Municipality of Groningen

Name: Bert Horst

Phone number: +31(0)50 367 81 11; 
+31(0)621253206

E-mail address: gresco@groningen.nl

Website: www.gresco.nl
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8  How The Central Government Real 
Estate Agency concluded a ten-year 
agreement for all electrotechnical, 
mechanical and structural 
maintenance to the Van Gogh 
Museum

 I  Strong team optimises existing 
building  

How do you go about optimising the performance of an 
existing building with built-in installations and systems? Such a 
project requires a different approach than the design, construc-
tion and commercial operation of a new climate control system 
as part of a renovation effort. The Central Government Real 
Estate Agency concluded a ten-year agreement for all electro-
technical, mechanical and structural maintenance to the Van 
Gogh Museum. To this end, the commissioning party translated 
requirements in the area of comfort, uninterrupted business 
operations, health and sustainability into no less than 29 Key 
Performance Indicators in close consultation with the Van 
Gogh Museum. Strukton Worksphere successfully demonstra-
ted its ability to ensure the requested performance levels on the 
basis of the existing installations and systems. 

Gain a detailed understanding of the building
A document of over 50 pages describes the client’s output specifications 
in detail. It specifies voluntary discounts on the periodic remuneration 
for each requirement, to be applied by the contractor if specifications 
are not met. The scope of responsibilities is thus far broader than the 
systems alone: the contractor will have to ensure that the entire building 
continues to perform optimally in future.
The Central Government Real Estate Agency organised a market 
consultation in order to get the various objectives, definitions and 
weighting factors for the KPIs down on paper. The idea of having the 
contractor apply voluntary discounts on periodic remunerations was 
also jointly developed by the consulted market parties, the Van Gogh 
Museum and the Central Government Real Estate Agency. As a result, the 
parties involved could rest assured they had sufficient internal support 
for this innovative tendering procedure. Several providers indicated that 
they were not yet prepared for this new approach and would first need 
more time to evolve. 
Strukton Worksphere did not hesitate to tender for the contract. As 
tender manager, Jorrit Oversteeg is responsible for overseeing the 
process: “We gained a great deal of knowledge and experience over the course of 
various PPP projects. Unlike this project, however, we were building, designing and 
installing systems rather than managing an existing situation. You start out with an 
entire building and all its existing installations, systems and procedures. You’re 
provided with information on the current situation and then it’s up to you to ensure that 
all requirements are met. That’s obviously very different. You need to be familiar with 
all the built-in systems, and have a detailed understanding of the entire building and its 
user processes.” 

Performance-based contract challenges contractor 
So how do you prepare a solid offer? Jorrit: “I start by determining whether the 
project falls within our areas of expertise, which turned out to be the case here. Next, I 
set up a team of around ten specialists: a calculator for scheduled preventative 
maintenance, a calculator for long-term maintenance, a specialist from our 
maintenance and management platform Strukton Pulse, a monitoring specialist, a 
contract manager and various operational specialists. We analyse all available 
information in detail and carry out research. The data showed that the various 
installations and the building itself were not performing optimally. Thankfully, our 
team was able to come up with suitable solutions. An integrated maintenance and 
management contract challenges you to come up with all the necessary solutions and 
alternatives.”

Focusing different interests on a single goal
Performance-based contracts ensure that the maintenance party lives up 
to its promises: if not, the contractor will be forced to apply a discount. 
The amount of this discount is partly dependant on the relevant 
Performance Indicator, but will generally be around two hundred and 
fifty euro. Jorrit: “An effective performance-based contract will ensure that the 
various interests are all focused on the same objective: an optimally performing, 
comfortable, smoothly functioning and sustainable building. These aspects are all 
crucial to the Van Gogh Museum, which has an invaluable collection and is visited by 
thousands of people a day. This process and the various collections can’t be disrupted by 
failing installations. You can’t simply close down one of the rooms. Conditions inside 
the museum have to be optimal for both visitors and collections every day of the year. 
Integrated maintenance and management contracts are ideally suited to such 
situations. In addition to offering the contracting party optimal certainty, they 
stimulate and oblige us to apply smart solutions and new, sustainable and more 
energy-efficient technologies.”

Negotiation rounds yield better solutions
Thankfully, the contract provides for a four-month transitional period 
during which Strukton Worksphere can determine whether it is 
genuinely capable of honouring its guarantees. If not, the contractor 
may find an alternative solution in consultation with the client. The 
various rounds of negotiations also offered room to discuss the details 
of specific requirements. As it turned out, the partners needed this 
opportunity. Jorrit: “The original invitation to tender was too stringent. We would 
have been required to apply a discount every single time a failure occurred. Let’s say a 
light bulb breaks: that’s a thousand euro discount right there. Ten percent of all bulbs 
break before the end of their expected life cycle. There’s no way to address that situation 
through effective maintenance, no matter how hard you try. In this case, the discount 
wouldn’t have served as an incentive to improve performance. The ‘functional repair’ 
factor was added to the KPI at our request. Under the terms of this system, the 
commissioning party will reward us for repairing a broken light bulb as quickly as 
possible: the discount will not be applied if the deadline for functional repair is met. We 
now have a member of our maintenance staff on-site 24/7 in order to make sure that’s 
the case. That’s how performance-based contracts are supposed to work. We felt the 
transition period was an excellent experience. If the parties maintain an open dialogue, 
you can resolve any problem. Contracting parties should really do that more often.” It 
gives you the opportunity to offer advice, and really debate the important issues. You 
can tell the client: ‘We don’t think this would be the best solution’. You really need to sit 
down and talk, which – despite being increasingly common in the case of large-scale 
contracts – is still far from standard practice.”
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Technology alone is no guarantee for success 
Effective communications will remain essential during the subsequent 
process. Accordingly, the detailed performance-based contract outlines 
various requirements in this area. Jorrit: “We need to offer a single point of 
contact and ensure sufficient harmonisation at strategic, tactical and operational level. 
That means both the product and the process are specified. We’re free to determine how 
we approach the details of both components, though. That’s what makes these 
contracts so effective: you give the market a powerful incentive to come up with the 
smartest possible solutions.”

A life cycle-based approach yields the best results
Performance-based contracts lead to a careful balance between 
thorough maintenance and well-timed replacements. Jorrit: “We ensure 
the state, quality and quantity of each installation. We are free to determine how and 
when we carry out the maintenance work, as long as there are no unacceptable system 
failures. That means we can choose the most effective maintenance strategy that will 
ensure the installation is put to optimal use, well-maintained and performs according 
to the agreed targets. As a result, we can then guarantee an optimal price/quality ratio. 
We achieve this by combining our analyses of scheduled maintenance, corrective 
maintenance and replacement maintenance. If we put less effort into our scheduled 
maintenance work, the likelihood of failures will increase. The installation will also 
have to be replaced sooner. We’re continually striving to strike an optimal balance 
between ensuring agreed performance levels, replacing installations and conducting 
maintenance work. The end result is an optimal maintenance strategy. You’re always 
thinking in terms of the entire life cycle and overall usage costs throughout the contract 
period. All team members have adopted this approach. 
If you examine a system’s life cycle, you’ll see a lot of failures during the first year. These 
are known as adjustment failures. The number of failures will then decline dramatically 
in the subsequent year, and gradually rise again after a period of several years. If you 
were to depict this pattern in a graph, you would see a shape resembling a bathtub. It’s 
also referred to as the bathtub curve. There’s no way of preventing failures during the 
adjustment phase, they’re simply a fact of life. However, you can work to prevent 
failures during the subsequent phases. Obviously, you’ll want to avoid the penalties 
imposed for every failure. If you know a system will have to be replaced during the 
contract period, it’s generally better to move that moment up in time to an earlier stage, 
as this will automatically reduce the overall number of failures. You make carefully 
considered, rational choices whereby the interests of the commissioning party and 
contractor are much more aligned than would be the case under a standard contractual 
agreement.“

Central Government Real Estate Agency formula for 
sustainable choices  

So which role does sustainability play in the process of ensuring that 
agreed performance levels are met? Jorrit: “Every time we replace a system, we 
also assess the energy component. The contract features a formula that forces us to 
make the most sustainable choice. The Central Government Real Estate Agency 
developed this formula to obtain greater certainty and rule out surprises. The 
contracting party is applying this measure to ensure sustainability and encourage the 
purchase of the latest, best and most energy-efficient installations in order to improve 
overall energy efficiency. Although I understand their considerations, the formula 
doesn’t factor in revolutionary new technologies. It’s difficult to estimate which 
technologies will be around in five or ten years. A good case in point would be the 
development of WiFi, which eliminated the need for underground cabling. 
Performance-based contracts at the time featured formulas for the replacement of these 
cables, which are now irrelevant. 

This process can also apply to other technologies, offering room for smart contractual 
arrangements. We strive to strike an optimal balance between the freedom to apply 
innovative technologies and the enforcement of effective working methods based on 
the current state of technological development.”

Making the best of an existing situation
Could you name some aspects of the project that stood out? “Although the 
client imposes PPP-like requirements, we’re not allowed to build the systems or prepare 
structural measures ourselves. We’re basically saddled with an existing building with 
built-in systems, and have to work with what we’re given. An example: let’s say we 
were involved in a PPP, whereby the contract required that we guarantee availability of 
the building systems. We’d then install an emergency power generator. However, it 
might break down, so we’d put in a second one. What happens if that back-up option 
also fails? We want to ensure maximum certainty, so we’d also install an additional 
wall outlet that allows us to start up a mobile emergency power generator if the other 
two options fail. This approach will allow us to guarantee availability under any 
conditions, even if we’re faced with a worst case scenario. The example illustrates just 
how far-reaching our approach has become. 
In the case of the Van Gogh Museum, this entire process had already been thought out. 
The museum was built to specifications, and we’re currently applying a system-
oriented contract management strategy on the basis of functional requirements. At this 
stage of the process, a whole range of risk management measures can no longer be 
applied. Working under this type of contract taught us to get the best out of an existing 
situation.”

Be understanding and learn to see things from the 
client’s perspective

Which tips would you offer your colleagues? Jorrit: “Understand your client. 
Figure out their goals, wishes and ambitions. You need to know their sensitivities. It’s 
also important to find out what they’re afraid of, because you’ll have to allay those 
fears. That kind of understanding represents real added value. If you know your client’s 
needs, you can respond adequately. We gained a thorough understanding of our client’s 
wishes and managed to make a good offer in response. The availability of the museum 
is key to them. The optimal performance of the various building systems is crucial to 
preserving the collection. The contract has to guarantee those aspects, and we 
managed to do just that.
You need a good team for that. It takes the very best specialists to build an optimal 
product, just like a chef needs good ingredients to cook. A good team is worth its weight 
in gold. In addition to technical knowledge, commitment and passion are also crucial 
factors in achieving success, as these performance-based contracts are highly 
complicated and demand a great deal from our team members.”

Constructive discussions on differing interpretations
Could you offer any tips for commissioning parties? Jorrit: “Transition 
periods should be a standard component of every contract. You need to make sure 
everyone has a clear understanding of the various expectations. Even though every 
aspect is described in formal language in the detailed output specification document, 
there’s always room for different interpretations. Thankfully, we had a few rounds of 
negotiations to clarify everything. Our ideas about expected performance levels proved 
to differ somewhat from the Central Government Real Estate Agency’s expectations in 
certain key areas: we don’t always speak the same language. That proved to be the 
greatest obstacle. However, we eventually resolved those differences through open 
discussions. When it comes to determining the level of service provision desired by the 
client, open dialogue is always the best solution.”
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8  How The Central Government Real 
Estate Agency concluded a ten-year 
agreement for all electrotechnical, 
mechanical and structural 
maintenance to the Van Gogh 
Museum

 II  Sustainability contract creates 
collaborative value  

The Central Government Real Estate Agency operates a large real 
estate portfolio. Despite this broad expertise, the Van Gogh 
Museum surprised the building owner with a unique request. 
The museum was seeking to revolutionise building maintenance 
by specifying usage aspects rather than technical actions. The 
museum’s core task was to serve as a starting point for all 
maintenance work. Every aspect of the innovative maintenance 
contract was designed to keep Van Gogh’s works in optimal 
condition and accessible to the largest possible audience. Rather 
than contractually enforcing the contractor’s best efforts, this 
was achieved by jointly identifying the required performances, 
using them as the basic indicators and monitoring them 
throughout the process. 

It’s all about the results
René Leeuw works as a contract manager at the Central Government 
Real Estate Agency and was involved in the process from the very start. 
“This was the first time we’d applied primary operating process functionality as the 
basis for a maintenance contract. Maintenance efforts are basically geared to ensuring 
that the works of art can be preserved in a well-conditioned environment and 
exhibited to the greatest possible number of visitors. Visitor safety and well-being are 
also key. This raises the question: what do we ask the market to provide? As a result of 
this entirely novel approach, that question becomes quite hard to answer. The focus is 
no longer on technology. The emphasis has shifted to results. This requires a different 
approach in a maintenance and management environment that is still dominated by 
technology.”

Market consultations help to create support
The Central Government Real Estate Agency and the Van Gogh Museum 
organised a broadly-oriented market consultation in order to ensure 
that the tender was manageable for market parties. Leeuw: “The Gogh 
Museum – in its capacity as the User – and the Central Government Real Estate 
Agency – in its role as the Building Owner – started by identifying the various 
potential risks and weighing their respective importance in accordance with the two 
organisations’ objectives and missions. We then presented this information to the 
market over the course of various consultations. We wanted answers to the following 
questions: Are our analysis and the associated definitions and objectives accurate, and 
will they help us to prevent the identified risks? Does the market concur with our 
chosen Performance Indicators, the identified risks, their weighting and the proposed 
discounts on performance fees we aim to impose if specific goals are not met? We 
asked the parties to actively collaborate on our Schedule of Requirements. 
No less than 19 market parties provided us with input in response. All those involved 
were extremely eager to participate in the process. The companies all shared their 
ideas with one another and submitted proposals for further improvement. Some 
weren’t quite prepared for this new approach yet, and indicated that they would need 

to develop their capacities in this area before taking on such an assignment. We can all 
take pride in the fact that so many market parties participated. Their eagerness to 
learn and open and transparent attitudes are impressive and helped to increase the 
level of mutual respect and trust between the Central Government Real Estate Agency, 
the Van Gogh Museum and the market parties.”

A quality management-based risk management strategy 
The Central Government Real Estate Agency then prepared a 
performance-based contract in response to the feedback on the basis of 
system-oriented contract management. The contract features a 
technical, spatial, legal and administrative schedule of requirements, a 
list of definitions and other appendices. The Contractor’s quality 
management system is central to the management of the process, 
system and product-related risk factors. Leeuw: “How can the contractor 
ensure that all agreed performance levels will be met? If something goes wrong, the 
contract specifies that a voluntary discount must be applied. The objectives are crystal 
clear, so it’s crucial to determine how you will deal risks when KPIs aren’t met. Risk 
management, communication and responsibility are key to this contract.”

Creating value with a sustainability contract
In which other areas does the agreement differ from traditional 
contracts? Which advantages does this approach offer? Leeuw: “I like to 
refer to this agreement as a sustainability contract rather than a performance-based 
contract. A tender based on performances helps to ensure a more sustainable 
collaboration between the contractor, user and commissioning party, which is also 
valuable. The energy component for ‘appropriate moments’ also plays an important 
role, helping to reduce energy consumption and improve the level of comfort. In 
addition to the added value yielded by superior maintenance work, we also create 
policy value by ensuring that the contractor, commissioning party and user achieve 
their strategic objectives and develop new competences along the way. These 
competences can also be of great value to other projects. We spent three years 
collaborating intensively on the preparations, and you really see yourself and your 
fellow team members evolve over the course of that process. We created collaborative 
value: the roles are clearly defined, harmonisation has improved and the contract 
connects us to one another and helps increase our level of knowledge. The contractor 
must substantiate the chosen approach, the commissioning party must ask for 
explanations and the user must apply the contract intelligently when making 
decisions. This applies to renovations, refurbishments, temporary adjustments, and 
other activities. For example, you can’t simply repurpose an office space into an 
exhibition hall. We make sure the contractor lives up to the quality management plan, 
and each party takes their own individual responsibility. The end result is a genuine 
joint effort by all three parties.”

Structurally improving a building through smart 
maintenance and management  

Could you give us a concrete example of the ways in which this new 
approach helps to increase energy-efficiency and sustainability? Leeuw: 
“I started out as a maintenance technician at the Ministry of Defence. That’s where I 
picked up my skills. Over the course of my time there, I learned that it’s crucial to 
prevent situations where the contractor calls about a failure and forces you to make 
necessary replacements without having had the opportunity to come up with a more 
functional or energy-efficient solution. Something breaks, and it has to be replaced 
NOW. You’ll never get a sustainable result under those circumstances. In many cases, a 
system with a life cycle of twenty five years will then be replaced with the same unit 
without taking account of the potential for improved energy-efficiency. 
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The user’s operating process might also have changed in the interim. It’s best to work 
with the user and contractor to find less disruptive and energy-efficient solutions at 
‘appropriate moments’, taking account of the future operating process.”

Stay focused on the ultimate goal
So what does it take to successfully develop and implement this type of 
contract? It does not sound easy. Leeuw: “Effective collaboration should be a 
matter of course, but the process of achieving it can certainly be quite an adventure. 
However, going through that process together creates a strong bond. You need to learn 
how to listen, look beyond the boundaries of your specific area of expertise and see 
things from the perspectives of both the user and the market. You need to coach and 
train one another, and be eager to learn from each other. As a technician, I enjoy 
discussing details. This time, though, I had to focus on the results, which is obviously a 
very different story. 
A good project leader who can oversee the overall process and get people to level with 
one another is also crucial. In some cases, we genuinely disagreed. There were plenty 
of tough and – especially – intensive discussions, in which the project leader always 
kept us focused on the end goal. You need to avoid saying ‘no’ and learn to hold your 
tongue. If you say ‘no’, you’re generally not open to others’ ideas. Once you’ve slept on 
it, the ‘no’ tends to change into a ‘maybe’ which then changes into a ‘yes’ after 
another day has passed.”

Getting it, rather than just understanding
So has the market been eager to adopt this new approach? Leeuw: “The 
contract is out there on tendernet, and I’m noticing businesses have been copying it 
and using it in offers. Still, you need to go through the process together in order to 
create genuine collaborative value. ‘Cut, copy, paste’ simply won’t work in this case. 
It’s not just about understanding, it’s about ‘getting it.”

Risk management and taking enough time
So will the Central Government Real Estate Agency be applying this new 
working method more often going forward? Leeuw: “We recently tendered 
the offices of the Tax Authorities’ branch in Apeldoorn using the same methodology. 
The process really underlined just how much we’ve learned: we managed to reduce 
the preparation period by half. I think we’ll probably manage to get the next one done 
within one year. The preparation time for a conventional approach is approximately 
nine to twelve months, so the difference is becoming negligible. I’m also convinced we 
can further improve the results of performance-based contracts through more effective 
collaboration with users and better risk management. In the end, though, I think the 
most important thing is that both parties take the time to set clearly defined goals 
based around the user and their operating process. Listen to each other, discuss each 
other’s risk factors, take control measures and carefully weigh the importance of the 
various risks against each other.”
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8  How The Central Government Real 
Estate Agency concluded a ten-year 
agreement for all electrotechnical, 
mechanical and structural 
maintenance to the Van Gogh 
Museum

 III  Van Gogh masterpieces deserve 
superior management   

When Ben van der Stoop first took up his current position as 
building manager at the Van Gogh Museum, he found it to be a 
beautiful building designed by leading architects Rietveld and 
Kurokawa. However, building maintenance was in need of major 
improvement. Collaboration between the Van Gogh Museum, 
the Central Government Real Estate Agency and various main-
tenance parties was also far from optimal. Over the years, the 
parties had unwittingly fallen into the habit of blaming each 
other for any failures. Their approach to maintenance and 
management would clearly require structural changes if the 
situation was to be improved.

Overlapping responsibilities
Van der Stoop recalls that initial period: “The sense of team spirit was coming 
under real pressure. I asked some of my colleagues whether the situation sounded 
familiar to them. As it turned out, many of them had had the same experiences. Let’s 
say you have three parties working on a building, with a grey overlapping area of 
responsibilities. Under those circumstances, everyone tends to lean back and leave it 
up to the others. This turns out to be a very common situation. Once something goes 
wrong, party A will claim party B is in default, while party B will claim it couldn’t have 
done anything until party C took action. A ‘perfect circle’, in other words. Under those 
circumstances, you’ll never arrive at optimal management.”

Towards an optimal building 
Van der Stoop had a vision. A building that evolves in pace with its users 
thanks to optimal management, and performs better as time goes on. 
A perfectly functioning building that does not leave any environmental 
footprints for future generations. This should be achieved through 
constructive collaboration between the user, owner and manager, 
whereby the various parties strengthen one another, learn from each 
other’s experiences and optimise their potential. He explains: “The Van 
Gogh Museum wants to focus on quality, innovation, and the realisation of our 
mission: making the life and works of Vincent van Gogh and his contemporaries 
accessible to the greatest possible number of people, in an attempt to enrich and 
inspire. The better facilitated we are, the better we can achieve that goal. The less we 
have to focus on peripheral aspects, the more energy we can devote to exhibiting our 
collection and innovating.”

From the short term to a long-term perspective
So how could the Van Gogh Museum achieve this vision? Van der 
Stoop: “We simply couldn’t achieve the quality levels we were aiming for on the basis 
of traditional management contracts, which tend to emphasise cost-efficiency. These 
contracts are awarded to the provider offering the lowest price. As a result, 
management and maintenance is generally focused on the short term. However, we 
wanted to emphasise long-term results. I had already been focusing on these aspects 

at my previous employer, VU University Amsterdam, where I was charged with both 
renovation projects and maintenance and management. This dual role allowed me to 
ensure that the two areas of responsibility strengthened one another. In most cases, 
renovation and operations are strictly segregated. Projects are focused on the short 
term, whereas operations requires an emphasis on the longer term.”
Could you illustrate that with a simple example? Van der Stoop: “You 
could design a system without temperature recorders, in order to cut costs. However, 
this means you won’t be able to monitor the quality of the process anymore. You need 
the ability to inspect the process in order to determine whether or not it’s running 
smoothly. For example, you might want to determine the initial temperature of a 
heating coil and the temperature of the heated water leaving the system. Amongst 
other information, this will allow you to make sure the circulation pump is still 
functioning properly. You simply wouldn’t be able to determine those things without 
temperature recorders. The people carrying out the project don’t have any interest in 
installing them: after all, they’re not responsible for management. They’ll be gone 
once the project has ended. As a result, temperature recorders are often omitted, 
installed in locations where they’re impossible to read, or concealed for aesthetic 
reasons. The accessibility of maintenance control instruments should always be an 
explicit requirement. A focus on the long term will inevitably yield a different schedule 
of requirements for systems and maintenance. That’s why I started by preparing a 
plan: how do we make sure the building and its systems increasingly meet our 
requirements over time while helping the Van Gogh Museum to achieve its goals? 
Obviously, that’s a very different starting point, and it requires a different approach.”

Paper tiger
As the interview illustrates, we seem have become accustomed to 
specific working methods that leave room for improvement. Van der 
Stoop: “We tend to draw up overly-detailed contracts with numerous requirements 
and preconditions. This gives us an illusion of control: no matter how detailed your 
contractual requirements, there is always room for interpretation in practice. It’s all 
about the other party’s reading of the terms. If you award a contract on the basis of the 
lowest price, you can safely assume the contractor will do whatever it takes to meet 
your terms at the lowest possible cost. Many standard contracts are designed to 
achieve maximum quality for the contracting party, whereas the contractor wants to 
meet the various requirements with minimal effort. This obviously represents a 
built-in discrepancy, and it will take a lot of management control to bridge the gap. 
This takes time, and requires specific skills. In most cases, however, the end result of all 
your efforts will differ from your original intentions. You’ve got it all down on paper, 
but what now? Someone will need to take control to make sure the contract doesn’t 
remain a mere paper tiger. This situation is very common in practice.”

Output-based management through Integrated 
Management Contracts

In order to break this vicious circle, the focus has now been shifted to 
the desired result rather than the required efforts. The processes aimed 
at ensuring that the contractor realises this result – as described in the 
quality management plan – are set in stone. This plan serves as the basis 
for the contract, creating an entirely new dynamic. 

The importance of looking ahead
So how can we apply these contracts to ensure that our building evolves 
with the times? This performance indicator seems to be difficult to 
quantify. Van der Stoop: “The contract features requirements on measuring the 
building’s performance. We use a methodology that helps to determine whether the 
building meets new and future requirements by asking questions. 
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As a result, we’ll already know which areas require further attention the next time we 
remodel or renovate. This new approach allows us to constantly assess the entire 
building’s performance, so that we can take the necessary actions when needed. It 
means we can combine smart technical management today with the intelligent 
pooling of necessary activities tomorrow. This new working method is all about 
anticipation.”

It’s about the journey, not the destination
So how do you transition from conventional management methods to 
integrated performance-based ones? Which steps does the process 
involve? Van der Stoop: “You’ll have to adjust your working methods at every 
thinkable level. That means broad support within the organisation is crucial. This 
pilot project was a learning experience for everybody. It required open dialogue, 
knowledge, the ability to cope with resistance and a focus on change management. 
All the parties involved need to learn how to think in terms of output, but technical 
staff prefer telling others how things need to be done. It is crucial to help them break 
that habit and remain focused on results. Processes and Key Performance Indicators 
are key instead of technology and efforts. Contractors that manage to meet all 
performance requirements will receive the maximum financial reward; if they fail to 
do so, they will be forced to apply a discount.”
So how do you determine the appropriate remuneration for a specific 
performance or set the relevant discount amount? Van der Stoop: “We 
use the Analytical Hierarchy process developed by Saaty: this method allows you to 
make subjective decisions as objectively as possible. For example, I might personally 
feel fire safety is the main concern while a curator might have entirely different 
priorities. Staff at the Central Government Real Estate Agency and the Van Gogh 
Museum and real estate professionals at relevant market parties filled out the 
questionnaires. This approach helps to ensure that performances and the associated 
remunerations and discounts are broadly supported, which is absolutely crucial. 
Customer satisfaction basically serves as a safety net: if we overlook anything 
important, it inevitably shows up on our surveys.”

You get what you pay for
It sounds like an ideal solution, but isn’t it far more costly than 
conventional management contracts? Van der Stoop: “The selection 
criterion for contractors was set at 70% quality and 30% price. Crucially, we wanted 
to know how each party aimed to achieve, ensure, measure and inspect the intended 

quality levels. We basically assessed quality management plans. That’s why we don’t 
expect the new approach to result in any price increases. Effective integrated 
maintenance is based around the anticipation of technical failures. You can then apply 
smart planning to make sure the maintenance team only has to make one visit instead 
of two. A smarter organisational approach yields more efficient working methods. If 
you can manage to improve your failure management while anticipating future 
developments, you might be able to avoid an entire round of renovations. I actually 
think an integrated management contract is ultimately the cheaper option. Under the 
terms of a best-efforts obligation, you assess each component individually. Integrated 
Management Contracts are based around a comprehensive assessment of all processes 
and systems. An air conditioning system is made up of numerous components. 
Generation, distribution and emission. These various components must be effectively 
and efficiently aligned. However, a building also features other systems, such as 
cooling and heating. When viewed as individual components, the air conditioning 
might be cooling air while the CH is heating the building. As a result of these 
oversights, traditional management is costlier than the user actually realises.”

Intrinsic motivation and greater expertise yield superior 
performance

What are the results? Van der Stoop: “It’s still too early for an evaluation, but 
we’re already seeing many benefits. We want to make sure the very best people are 
assigned to the job. We’ve noticed that Strukton Worksphere is highly motivated to 
make sure the project is successful. They believe in the concept. They’ve already spent a 
great deal of time and energy taking stock of the various systems. The contractor 
clearly has a high degree of intrinsic motivation. Their project team is far larger than 
anything we’ve ever seen, and they’re working 24/7 to make sure everything runs 
smoothly. They take pride in what they’re doing here. The better they perform, the 
greater the financial rewards and benefits to their corporate image. 
As a result of the process, we now have far more expertise at operational, tactical and 
strategic level. We now know exactly which processes will help us ensure quality, 
freeing us up to focus on our core business. The museum is becoming more accessible 
and sustainable, resulting in a building with far better performance. Having defined 
our long-term goals, we can now manage far more effectively. In my view, this new 
approach will help us conclude beneficial contracts for both maintenance work and 
other services. It’s about the results, not the efforts along the way. As a user, you want 
maximum value for money, and that’s exactly what we’re getting.”
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Project characteristics
Name: Van Gogh Museum

Location: Amsterdam

Building: Van Gogh Museum

Sector: Social real estate

Type: Creating sustainability, management and maintenance

Completion: 2015

Parties to performance-based contract
Commissioning party:  Central Government Real Estate Agency

Contractor: Strukton Worksphere

Financier: Strukton Worksphere

Performance-based contract characteristics

Aspects covered by the performance-based 
contract:

29 Key Performance Indicators in the areas of: comfort, uninterrupted business 
operations, maximum safety for people and the collection, health and sustainability.

This includes: specific climate control requirements for each room, state of repair, 
operational continuity, response times, availability of rooms, optimal business 
operations in terms of planning, consultations, etc.

Management is conducted on the basis of: system-oriented contract management.

Particulars:
-  information and energy management (BREEAM in Use, EPBD, Energy Investment 

Business Case);
- RGD BOEI Manuals.

Intended annual savings: Retention of BREEAM In-Use and Energy Label through introduction of measures at 
appropriate moments on the basis of Life Cycle Costing (LCC).

Contact details for further information
Company: Strukton Worksphere

Name: Jorrit Oversteeg

Phone number: +31(0)30 240 7320

E-mail address: jorrit.oversteeg@strukton.com

Website: www.struktonworksphere.nl
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9  Performance-based contract for 
primary school offers fresh new 
perspective

De Regenboog Steiner, a primary school in Eindhoven, is the 
first school in the Netherlands to conclude a 15-year perfor-
mance-based contract setting out agreements on maintenan-
ce, energy-efficiency and the building’s indoor climate. 
Director Emiel Link is extremely satisfied about the responsi-
ble ‘ESCo’ organisation. “Obviously, it was a big decision, but 
there’s a great deal of mutual trust between the parties and 
they’re here in the blink of an eye if anything goes wrong. 
Good service comes at a price, but we now have the certainty of 
a healthy school for years to come and even enjoy the financial 
freedom to fund future measures.”

VBS De Regenboog in Eindhoven is housed in a monumental school 
building from the nineteen fifties. The building was expanded and 
partially renovated in 2014 – 2015. These parts of the school building 
now have a pleasant indoor climate thanks to systems designed and 
installed by ESCo Ovvia from Veldhoven. Ovvia guarantees an 
optimal and energy-efficient operation of all climate control systems 
and a class B indoor climate in accordance with the standards for 
schools with low energy consumption and a healthy indoor climate, 
the so-called Frisse Scholen. These standards have been recorded in 
an innovative performance-based contract that also contains 
agreements on ensuring fresh air and effective energy conservation 
in the remainder of the building and agreements on user 
satisfaction. 

Director of De Regenboog Emiel Link: “I was 
a bit apprehensive about the idea of a performance-
based contract. Still, if you can manage to find a 
collaboration partner you can trust, there’s 
definitely added value to be had. Ovvia is one such 
party. They’re making every effort to ensure 
everything runs as smoothly as possible. If we 

encounter any glitches, they’ll keep looking till they’ve found the cause. The 
project was delivered eight months ago, and they still drop by almost every week to 
make sure the latest changes are being implemented effectively. This type of 
collaboration is relatively expensive, but good service always comes at a price. This 
performance-based contract enabled us to hedge specific risks.”

Driven
Link is more than satisfied. “The people from Ovvia regularly make the effort 
to ask us about how we’re experiencing the indoor climate. They’re willing to put 
themselves in a vulnerable position and are highly-driven to achieve the agreed 
performance levels. Their attitude is extremely cooperative and they genuinely give 
me the sense that they’re on our side. For example, they’re happy to help us find 
appropriate solutions if we need advice on roofing insulation. Naturally, it’s also 
in their interests that we make the right choices in that regard. The other day, we 
were having problems with some equipment. They negotiated with the supplier 
on our behalf, and managed to get us a replacement and 12 solar panels by way of 
compensation.”

Financing
Four new classrooms were added as part of the expansion and 
renovation effort. A total of six classrooms also underwent major 
remodelling. They have now been fitted with insulation and a 
high-end climate control system that also provides heating and air 
conditioning. How has all of this been financed? “In 2013, the 
municipality allocated funds towards expansion of our facilities. However, the 
amount fell far short of the funding we would have needed to make the building 
energy-efficient and ensure fresh air in all classrooms. We installed €270,000 
euro worth of climate control systems in an effort to realise a Class B indoor 
climate in accordance with Frisse Scholen standards with the lowest possible level 
of energy consumption. Although the municipality didn’t cover the costs of these 
hightech systems, we’re privileged to have relatively large resources from 
voluntary contributions by parents. We managed to pay for the remaining portion 
from these funds.”
Did Ovvia prefinance part of the costs? “No, although they were willing to 
co-finance some of the expenses. With the performance-based contract now 
underway, they have made several investments in additional measures, such as 
the LED lamps and scheduled installation of solar panels. And we recently received 
€3,000 from a municipal sustainability fund, and were originally planning to 
invest the money in LED lighting. Ovvia didn’t agree and told us they would be 
making the investment in accordance with the performance-based contract.”

Growth model
The performance-based contract obliges Ovvia to keep the entire 
building and its various systems in a specific condition. The company 
receives an annual amount of around €5,600 for this purpose, as 
well as for the material upkeep of the school in accordance with the 
long-term maintenance schedule. Ovvia also receives an annual 
amount of €38,000 in return for achieving the agreed energy 
performance and keeping the school “fresh and warm”. This amount 
equals the school’s annual energy costs prior to the renovation. 
Ovvia also uses the funds to pay the energy bill. Link: “According to the 
terms of the performance-based contract, 85% of every euro Ovvia manages to 
save from this amount will be set aside for new investments. The remaining 15% 
will be awarded to Ovvia as a bonus. 
The air quality in part of the school building – 13 classrooms in total – is yet to be 
improved to class B. Ovvia has calculated that the funds set aside will be sufficient 
to finance a new ventilation system over the course of the next 15 years, ensuring 
that the entire school can enjoy a pleasant indoor climate. The contract thus serves 
to establish a growth model of sorts.”

The Netherlands Enterprise Agency (RVO) supports schools and 
market parties in their efforts to make school buildings more 
sustainable, offering useful tools and effective examples from 
day-to-day practice as a part of the Green Deal Schools initiative. 
Further details: www.rvo.nl/frissescholen, www.rvo.nl/esco and 
www.greendealscholen.nl. 
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Investment and annual remuneration
Costs of new construction and renovation 
(951 m2 GFA):

 - structural     €1,280,000
 - mechanical and electrical systems    €270,000

Annual remuneration on basis of 
performance-based contract:

 - maintenance and management development funds €5,600 + long-term       
  - energy      €38,000
All amounts include VAT

Measures implemented at 
VBS De Regenboog

- balanced ventilation system with heat exchangers; 
- centrally-located air conditioning units;
- thermal wheel yield: 85%;
- low-temperature air and floor heating system;
- CO2 sensors;
- air-water heat pump; 
- insulation and good airtightness;
- LED lighting;
- high-end control technology.

Frontal view of VBS De Regenboog
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